Increasing assimilation and decreasing attrition through the development of a lay ministry and congregational care program by Scott, Robin B.
 
ABSTRACT
INCREASING ASSIMILATION AND DECREASING ATTRITION
THROUGH THE DEVELOPMENT OF A LAY MINISTRY
AND CONGREGATIONAL CARE PROGRAM
by
Robin B. Scott
This study suggests that assimilation can take place quickly and effectively.
Assimilation is dependent, however, upon the clergy staffhaving the time required to
train, equip, and mentor the laity. Additional time can be gained by implementing a lay
congregational care system. This system will insure that all persons in the congregation
will be prayed for daily; contacted weekly; have a person available to them for nurture,
care, and crisis; and have a person who will be an example of God's grace and the
church's love.
By utilizing this army of volunteers who are gifted in the area of care and nurture,
the clergy staff can equip the saints for ministry. Equipping will be achieved through
time spent in a mentoring relationship. During this time every effort will be made to help
each person identify their spiritual gifts. Once these gifts are identified, one's passion
will come to life and their calling will become clear.
A pretest, posttest survey was used to help determine if the care received was of
such quality that the other objectives described could take place. These scores did indeed
prove to be acceptable. The survey also revealed that the congregation was identifying
their gifts and that they felt fulfilled in ministry.
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CHAPTER 1
Understanding the Problem
When this project was initiated I had been the pastor at Palmerdale United
Methodist Church for over nine years. In that time the church had seen significant
growth. The average attendance during Sunday morning worship had more than doubled
(130-275). The Sunday school attendance had also doubled (65 -135). The Sunday
evening service had increased from twelve to over 110. We did not have a midweek
service when I arrived. Today we average over 130. Our budget had more than tripled,
and 264 members joined in the first nine years ofministry.
Yet, some disturbing trends can also be identified. Only 58 percent of those who
had joined were still actively participating at the end of this period. Approximately 8
percent of the attrition rate can be attributed to "natural causes" such as death, health
problems, and moving out of the area. This still leaves a 34 percent attrition rate. The
question that begs to be asked is, why? Why did they leave? Should we concern
ourselves, or should we glory in a two-thirds retention rate? There are ways to reduce
attrition and increase assimilation. In this paper, I will propose a program that I believe
will help not only Palmerdale but any church to grow by keeping people and helping them
to become ministers of the Lord Jesus Christ!
The Context ofMinistry
I am in my tenth year as pastor of Palmerdale United Methodist
Church. Palmerdale is an unincorporated area in northeast Jefferson County in central
Alabama. It is located minutes away from Birmingham, the largest city in the state.
Birmingham has a population of approximately 265,968 with a metropolitan population
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ofnearly 907,810. The church reflects the socio-economic structure of the community
which is predominantly blue collar. We also have a number ofprofessional people such
as teachers, hospital administrators, lab technicians, engineers, nurses, and accountants.
We have a few higher level executives.
The population of the community is growing. In the last several months an
average of thirty to thirty- five new residents have moved into our community each month.
This information is provided to us by "Welcome Wagon." Our evangelism team visits
each new resident.
As far as our affiliation with the United Methodist Church is concerned, we are
members of the Southeastern Jurisdiction, the North Alabama Conference, and the
Albertville District. Albertville is located in the northeast comer ofAlabama, a fact
important to the mentality and culture of the church. We are the most southern church in
our district, located much closer to Birmingham (five miles) than to Albertville (forty-six
miles). Until recentlymost people in Palmerdale considered themselves to live in the
country. One can drive ten miles north and see cattle standing in the pasture. The city,
however, is growing out to meet our community bringing the feel of suburban living. The
predictions for population increases suggest a significant growth rate over the next twenty
years.
From the time our church relocated due to highway construction in 1990, until the
beginning of the testing period, we had grown 112 percent in morning worship. The
highway that runs by the church is now four lanes. Easier access has increased the
number ofnew communities being built. A church that averaged approximately 130 in
worship increased to over 275. This growth has been steady for ten years. In that time
the paid staff has increased substantially. When I first arrived the only staff, besides
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myself, were a fifteen-hour-per-week secretary and a nursery worker. We now have a
full-time associate pastor, a three-quarter time secretary, a part-time children's minister, a
part-time pianist, a full-time day care director, a full-time day care supervisor, six full-
time day care employees, twenty-three part-time day care employees, a part-time
custodian, and a part-time nursery worker. Even with all these additions, the paid staff
we presently have is not keeping up with the needs of our congregation.
The growth of the church has affected us in many ways. Many of those who are
new to the church are also new to the denomination; therefore, membership training
becomes vitally important. We have been offering a membership training class once a
year. The format was a Friday evening, Saturdaymorning experience. This is no longer
adequate. We are now offering these classes during the Sunday school hour four times a
year. This may need to become an ongoing experience. In this class the students are
given information in the following areas: 1) Beliefs ofUnited Methodist Christians; 2)
The organization ofPalmerdale United Methodist Church; 3) The ministry opportunities
at Palmerdale United Methodist Church and; 4) Discovering my spiritual gifts. This
helps participants to understand the beliefs and organization of the United Methodist
Church. It gives them information about the church at Palmerdale and how they can be a
part of its ministry.
Another factor is the level of spiritual maturity. Because many of these families
and individuals are new Christians, we have offered classes that allow them to grow
spiritually from a beginner's level to fully prepared men and women ofGod. We added a
Wednesday night service two years ago that ministers to the whole family. At these
services Bible studies are offered for all ages. In addition to these studies, some of our
small groups and prayer and accountability groups meet during this time. These groups
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participate in a low commitment Bible study that has no pre-reading assignments as do
some of the other studies offered. We also use Disciple Bible Study (Wilke and Wilke)..
Disciple is our tool to help persons grow in the faith. We use three separate Disciple
studies that last anywhere from thirty-two to thirty- four weeks each. These studies
require daily readings and a two hour weekly meeting. The traditional Sunday school is
also a part of our Christian education strategy.
The highest percentage of growth has been among younger adults and children.
This has changed the age distribution ofour congregation. In 1998, a task force
commissioned to discern if there was a need for a paid children's minister did the
following demographic study (see Appendix A). Thirty-eight percent were under the age
of twelve. Sixty-three percent were under forty years of age. In fact, only 20 percent of
our regular attendees were sixty years old or older. All of this changed the programs and
ministry needs of our church in a significant way. The kind of care needed now requires
numbers of volunteers in addition to the paid staff These volunteers must be convinced
that "everymember is a minister." In fact, this expectation ofministry is highly visible
and evident here at Palmerdale.
Palmerdale United Methodist Church has become one of the largest churches in
our area. We have also become quite well known through our day care and mission
programs. The addition of an activity director has allowed us to open our facilities most
days and nights of the week. I also feel that my tenure as pastor has added stability not
only within the church but also in the community. Consistent direction has given people
confidence and freedom to ask for help. My associate pastor, Scott Thackerson, is known
in the schools by serving on committees and working in Christian organizations such as
First Priority, Fellowship of Christian Athletes, and S.A.F.E., a program designed to teach
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sexual abstinence as a responsible choice. Scott, also serves as chaplain to the high
school football team. This link has brought several school functions to our church.
The influx ofnew persons has caused me to reexamine my role as pastor. I
understand my role as an equipper and mentor. I am also responsible for training our
leaders. My most important role is that of vision caster. I must help our church stay
focused on the vision. This has required me to shift the responsibilities I once had to our
lay ministers. I now do less pastoral care (visitation) and more planning, teaching, and
training events. At times I have difficulty adjusting to my new role, and some members
have trouble accepting it. We have had some members transfer their membership
because they did not like the "direction" our church was taking. These departures broke
my heart, but our decision to be purpose driven has kept us on course. My time has also
been stretched because of district and conference responsibilities. I chair the District
Board ofOrdainedMinistry which also puts me on the District Council ofMinistries. I
am president ofGolden Cross, a member of our Hispanic Task Force, and on the Board of
Elders. I am also on the Conference Board ofOrdainedMinistry which is a time
consuming job. All of this plus this Doctor ofMinistry program makes me aware ofhow
precious time is.
The growth of our church has affected several areas that I will discuss in the
following paragraphs. The program I will be introducing will provide ongoing care for
the congregation by utilizing lay shepherds. It will free up the paid staff to spend their
time and energy helping people discover and use their spiritual gifts in ministry. Small
groups will then be used to nurture these persons in their spiritual growth. Michael
Slaughter says, "A person stays in the church for two basic reasons. She finds fulfillment
through significant relationships or significant responsibilities. If a new person does not
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find these present in the church, they will leave" (96). Therefore assimilation becomes a
primary issue. People need to feel cared for, and they need to discover and use their gifts.
One without the other does not supply the desired result.
FIGURE 1
FOUR TREATMENTS FOR ATTRITION
MINISTRY DISCOVERY
(Treatment)
I
SPIRITUAL GIFT -* ATTRITION �- CONGREGATIONAL
DISCOVERY (Problem) CARE
(Treatment) t (Treatment)
SMALL GROUPS
(Treatment)
As seen in the graph above, this program is not exclusively a caregiving program. The
very reason for having lay shepherds is to provide the care that paid staff has traditionally
provided thus freeing up both paid staff and gifted lay staff to help people find their
ministry and grow in their faith.
The first area on which we will concentrate is pastoral or congregational care.
The challenge has always been great, but increased numbers, increased district and
conference responsibilities, and a younger congregation that needs training and equipping
has caused us to look for alternative ways to provide care. Anothermotive is that we
want to provide continuous care not just crisis care. In fact, ongoing care is our goal. By
ongoing care we mean weekly contact that shares victories and defeats, joys and hurts.
Our program is modeled after Steinbron's P.A.C.E. (Lav 26), provides for shepherds to
contact their sheep at least weekly. Our hope is that special relationships will form that
provide support and encouragement. This increased amount of care will also keep the
paid staffmore aware ofwhat is going on in the lives of our people. It may also head off
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some problems before they reach crisis stage. We desire as well to do a better job of
assimilating our membership. This includes, as previously stated, membership training.
Membership training, however, is only a part of our assimilation strategy. To guide us in
helping with assimilation we have adopted Rick Warren's S.H.A.P.E. (370). The graph
below illustrates Warren's S.H.A.P.E. strategy. Assimilation is the desired goal, the
surrounding treatments represent the elements needed to meet this goal.
FIGURE 2
FIVE ELEMENTS OF ASSMINLATION
SPIRITUAL GIFTS
Discovery
Using one's past
EXPERIENCES
In Ministry
Understanding one's
PERSONALITY
Or uniqueness
ASSIMILATION
Identifying one's
HEART
or passions
Claiming one's
ABILITIES
(natural talents)
Our staff person in charge of discipleship, will make sure that each new person has the
opportunity to discover their spiritual gifts. We use "Wagner-Modified Houts
Questionnaire Survey" as a tool in this area. We also place a strong emphasis on helping
persons identify their heart and passions. What makes their eyes tear up, their heart beat a
bit faster? If they could do anything and knew they would not fail, what would they do?
We also seek to know their abilities and talents. What instruments can they play? Are
they good with computers? Can they sing? These and dozens of other inquiries are
asked. While a talent may not be a spiritual gift, they certainly can aid or manifest our
gifts. We help people understand their personalities. Putting the wrong combination of
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personality types together can be explosive! Finally, we ask about their past experiences.
What did they enjoy? What did they hate? At what were they gifted/talented? What did
they find fiilfilling?
At Palmerdale UMC we believe assimilation is more than caregiving. Caregiving
is certainly a vital part of assimilating people into the congregation, yet there is a hunger
in the soul to be in ministry. This generation does not wish to simply watch, cheer, and
pay. They desire to get into the game. Our shepherding program is not an end but a
means to an end. Our shepherds allow our staff time to work with people on an
individual basis by providing ongoing care. I believe that genuine caring is the engine in
the local church that propels growth. This nurture dimension is essential to church health.
Ifpeople see and experience a caregiving environment, their lives will change, and their
fiiendship networks will be impacted as well (George 85). Therefore, being a friendly
church is not enough, but having friends at church with whom you minister in the name
of the Lord Jesus is! Do not get me wrong. We do a lot of additional things in the
assimilation process. We have softball teams, aerobic classes, game nights, and an
assortment of other activities. These are all good and serve a purpose, but our main goal
is to help people find their role in God's kingdom.
When we set out to make these changes, some of our leaders said they thought we
were doing an adequate job of caring for our members. I dislike the word adequate. At
Palmerdale we do not wish to be adequate; we desire to excel. And yet, if adequate was
the goal, I am certain it was not being reached in our old model. With paid staff alone we
cannot pray for every family every day; we cannot contact every family every week, but
we can do exactly that with our new model. Because care and contact are consistent,
assimilation has time to take place. We hope that this system will keep people fi^om
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"falling through the cracks." Also this system allows us to minister during long-term
illnesses and follow-up after the death of a loved one. By providing weekly contact,
shepherding those who are hurting will be a natural response. This system also helps us
to discover needs. The firefighter's approach to receiving the call and dashing out to find
the fire is not only helter-skelter but incomplete. People no longer have to call us; we call
them.
Evaluating the Options
As our church grew, we were forced to evaluate options. Our choices were many.
First, we could have simply resigned ourselves to the fact that increased numbers often
means less personal care. While personal care is not the only issue, my experience has
shown that ifpersonal care is ignored or done poorly, discipleship never has an
opportunity to take place.
Given this choice, persons accept that while programs are better, care is worse. If
anything serious happens we can call the pastor, but we do not want to bother him or her
if it is not serious. To me this choice is unacceptable. To fail to meet a person's needs is
to fail Christ and ignore our call. A way must be found to provide both programs and
ongoing, continuous care; to spend the individual time needed to mentor, equip, and train
without ignoring the continuous care of the congregation.
The second solution is to hire more staff More full-time caregivers will surely
help. Yet the more dollars we spend on staff salaries the fewer we have to spend on
ministries. Besides, if a church is growing you cannot staff fast enough to keep up. If
staffmembers continue to add duties and hours to their schedules, they become stressed,
burned out, and eventually ineffective. The answer is not for the paid staff to work
harder, nor is the answer to hire more staff. Although staffneeds to be added, I believe
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the answer is to recruit a readily available army ofministers who are waiting to be used in
ministry. The answer is to develop and implement a program that provides ministry,
increased programming, the discovery of spiritual gifts, and congregational care. In such
a program, the laity become caregivers and find fulfillment in ministry. The paid staff
provide leadership and administration and keep the vision before the people. Other
leaders are raised up and find their ministry and purpose.
Biblical/Theological Foundation
We are on solid biblical ground for this type of approach. Exodus chapter 18
provides one model. Moses was sitting from morning until evening judging the disputes
and discerning the problems of the people. How many pastors spend the majority of their
time "putting out fires"?
In Acts chapter 6 the apostles refused to take time away fi-om the "Word
ofGod" to "serve tables" (v 2). The solution in both Testaments was to recruit lay
persons to do care ministry which freed up Moses and the apostles to do what they were
gifted and called to do. And what was that? In Moses' case it was to "stand before God,"
so he could "teach them the statutes and laws and show them the way in which theymust
walk" (Exod. 18:19-20). He was able to do this by selecting "able men" who fear God,
men of truth who hate covetousness. Moses would still handle the big problems, but the
"small matter(s) they themselves shall judge" (v 26).
The same was true in the New Testament model. Seven men were selected who
were "of good reputation, full of the Holy Spirit and wisdom" (Acts 6:3). This was done
so the apostles could give themselves "continually to prayer and to the ministry of the
word" (v 4). In both cases the decision pleased the people. The people got more care not
less. The prophet and the apostles were able to do what they were gifted and called to do.
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Layministers were selected and given ministry according to their gifts, and finally the
people received more care, more attention, and better service. I will elaborate on this and
other theological issues in chapter 2.
Statement of the Purpose
The purpose of this project/dissertation is to develop, implement, and evaluate an
adaptation ofMelvin Steinbron's program for lay congregational care that will provide
the ability and time needed to help persons discover their ministry. Therefore this will
not only be a pastoral/congregational care system but also a lay ministry system. I
contend that these work better when done together than they do apart. This system will
be used to increase assimilation and reduce attrition.
Research Questions
1 . What is the current state of care within our church?
2. What changes will occur in the level of lay equipping and care after this
program has been implemented?
3. What other factors or elements influenced the changes?
Defining Terms
1 . Attrition-The depletion ofmembership and attenders due to people becoming
dissatisfied and leaving the congregation. Both the time frame in which this happens and
the reason it happens are important in finding a solution.
2. Assimilation-Helping people to find their place and stay in the congregation as
a vital part of the family. It is my contention that while this happens naturally at times, a
planned effort to insure this process is vital to the health of the church.
3. Membership Training Classes-Classes that seek to provide the four following
items:
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a. Theological information
b. Polity-the organization and government of the church
c. Ministry opportunities-a detailed description of the various opportunities
available for service..
d. Spiritual Gifts-survey that is intended to help each person discover their
Spiritual gifts.
4. Spiritual Gifts-special attributes given by the Holy Spirit to every member of
the body ofChrist according to God's grace for use within the context of the body.
5. Lay Shepherds-Lay persons who shepherd five families in our church
following Stienbron's P.A.C.E.
6. P.A.C.E.-Acronym that stands for prayer, availability, contact and example.
7. S.H.A.P.E.-Acronym Warren uses to help people understand their uniqueness.
The letters represent spiritual gifts, heart, abilities, passion, and experience (370).
Project Description
This project includes three tasks: development, implementation, and evaluation.
In the development phase of the project, research provides the theological and practical
basis for designing the program. The design of this program has been my goal from the
day I started the Doctor ofMinistry program at Asbury Theological Seminary. I
purposely took every course in layministry that was offered and any other related
courses. Dr. Steve Seamand's course on Church Growth for Local Churches allowed me
to dig deeper and familiarized me with the idea of apostolic churches. Finally, a paper I
did for Lay Mobilization, entitled "My Theology of the Laity Based on Scripture and
Theology," helped me find out why I thought layministry was the key. During this
course I read Melvin Steinbron's book Lay Driven Church. His P.A.C.E. program
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became the central tool for our efforts. I later reviewed Can the Pastor Do It Alone?
Here Steinbron says that the program must be adapted to each setting. This is what we
intend to do. The congregational care system as designed in this project will be adapted,
and a ministry element that Steinbron does not have will be added by allowing the paid
staff and skilled laity to help individuals discover their gifts and use them in ministry.
The second phase of the project involved six phases. These six phases are
outlined below and then described in the following paragraphs.
1 . Preparation of the congregation
a. Casting the vision from the pulpit.
b. Logos, charts, and visuals.
c. Bulletins and newsletters.
d. New slogan.
e. Proposal to administrative council.
f. Pastor Parish Relations committee
g. Nominations process reviewed
h. Spiritual gifts emphasis
2. Changing the role of the pastor
a. Equipping the saints
b. Mentoring disciples
c. Training leaders
3. Changing previous shepherding program
a. Continuous care, not crisis care.
b. Accountability
4. Training for shepherds
a. Introduction ofP.A.C.E.
b. Planned training
c. Explanation of reporting process
5. Convincing shepherds of the need
a. Keeping pastors informed.
b. Paper trail.
c. Need to review past events.
6. Public consecration service
a. Congregational validity.
b. Someone's praying for me!
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c. Every member a minister.
The first stage is to prepare the church for the needed changes. I have been
preaching on layministry at least quarterly for two years. I introduced Rick Warren's
"baseball diamond" (see Appendix B) and have spoken often about the truth of the
doctrine of the "priesthood of all believers." With the help of talented laity we have
built billboard size charts, introduced logos, and used multiple communication tools to
cast the vision. We changed our bulletins to emphasize the themes of know, grow,
serve, and share. Each theme appears for a quarter at a time. The slogan, "Palmerdale
UMC where every member is a minister" is on the front of every bulletin. After these
things were in place the proposal was made to our Administrative Council to adopt this
layministry strategy. The congregational care system was explained. The possible need
to view ministry differently was discussed in Pastor Parish Relations Committee
meetings. The need to change the nomination process was discussed, and the selection
ofpersons based on spiritual gifts and call was explained. The church was informed
that the Nomination Committee would take an approval role instead of the normal
recruitment role.
Next the council through the Pastor Parish Relations Committee needed to be told
that the role of the paid staff had changed. Instead of "doing" all the ministrywith lay
support, the staffwould mentor, train, and equip the laity to do ministry with the support
of the paid staff This radical shift was absolutely necessary if the changes we hope to see
are to take place. This required hard work by everyone involved. Many hours were spent
at lunch, after church, on the phone, and in training sessions with key laity who are gifted
to be in ministry.
In the third phase a need to change the previous shepherding programs was
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needed. Last year we took a step toward continuous care but failed to foresee several
problems. I realized then that we might lose some shepherds when the changes were
made. The new program attempted to learn from these oversights.
We emphasized the need for continuous care as opposed to crisis care. We
explained that contacts would be made weekly and that our goal was to celebrate joys
with the families they cared for as well as being available in times of trial. The need for
accountability was also introduced at this point.
In the fourth phase training took place. This training provided the information
that previous shepherds needed to make a decision whether to continue to minister in this
area or step aside. The P.A.C.E. model was fully explained. They were told that they
were to pray for their daily and to contact them weekly. They were told training events
would be offered throughout the year to help them sharpen their skills. The reporting
process was explained. They were given four options in this area. They could report the
old fashioned way by filling out prepared forms, they could e-mail their report, fax their
reports, or verbally leave it on the answering machine. These options were intended to
make this process easier and more convenient.
In the fifth phase accountability was be built into the system. This missing
element caused previous failures.
I explained why the shepherds were to report. Theirministry allowed me to check
on congregants in a fi-action of the time it had previously taken for me to do so. By
simply reading their reports, I could make a list that I felt warranted fiirther attention by
myselfor another staff member. These reports also were important documentation and
helped us to remember dates and events. Lastly they were important tools when we
desired to follow up on a visit orministry need. Last of all, we introduced the project to
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the church. A consecration service gave validity to the ministry of those involved. This
service created a sense ofbeing loved and nurtured, and gave the shepherds visibility in
the congregation.
The last task of the project was the evaluation. After the program had been in
operation ten months (1 January 2000-31 October 2000), enough time had elapsed for
measurable data to be collected.
Methodology
The layministry and congregational care program presented in this paper was
implemented on 1 January 2000. A few weeks prior to this date, the survey (see
Appendix C) was be mailed to all active adult members and attendees. In this case adult
members are defined as those who have made a confession of faith for themselves and
have been baptized as an adult or had their infant baptism confirmed. This survey served
as a pretest. The identical survey was given again on 1 November 2000. The research in
this case was qualitative in the sense that the research was conducted in the natural
setting, and the meanings derived fi^om this research are specific to that setting and its
conditions (Wiersma 12). This approach is also appropriate when the inquiry is
especially concerned with causal questions. Secondly, this process is important when
focusing on understanding program processes and when one is attempting to explore
differences between individual participants' experiences. The results provide a broad
understanding of the program being examined (Rogers 145).
This approach is sometimes called qualitative evaluation or naturalistic inquiry. It
is naturalistic because the methods ofgathering data rely on observation, interviews, case
studies results and other means of fieldwork as well as pretest and posttest (Herman,
Morris, and Fitz-Gibbon 21). In other words, the conclusions drawn will be somewhat
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limited to the conditions at Palmerdale. However further research may conclude that the
same program would render the same results in another setting. My purpose is to
determine if the implementation of this lay ministry program helped people to experience
more care and if this shepherding program allowed the staff the additional time needed to
help people discover their ministry. If the answer to these two questions is yes, then
perhaps I can conclude that assimilation has been enhanced and that attrition has been
reduced.
A pretest refers to a measure or test given to the subjects prior to the experimental
treatment. A posttest is a measure taken after the experimental treatment has been
applied (Wiersma 115).
Population/Samples/Subjects
The population is comprised of all active fiiU members of Palmerdale UMC. In
the UMC, the term "full member" refers to all persons who have made a personal
confession of their faith. Baptized infants and children who have not yet been confirmed
and/or made a confession of faith on their own were not surveyed. The term "active" was
defined as having attended worship at least twelve times in the previous calendar year.
Variables
A variable by definition is a characteristic that takes on different values or
conditions for different individuals (Wiersma 34). In this paper a variable will be how
each person responds to the program that will be implemented.
What are some of the possible reasons that people may experience the program
differently? My guess is that an assortment of factors have an impact. Age, for instance,
may be a factor, so we ask for the age of the person on the survey. Age was broken into
ten-year intervals, 10-20, 21-30, and so on with the final category being 70 and up. One
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of the variables tested was how the different age groups responded.
Another factor could be the gender of the persons. Are males more or less likely
to receive care from a shepherd? Are females more or less likely to desire to discover and
use their spiritual gifts?
Another factor may be the length of time one has been a member. Will those
members with the longest tenure be more or less able to accept this new form of care? I
hope to be able to discover the answer to these questions.
Instrument
The instrument that was used is a pretest survey (see Appendix C). Twenty-four
questions were answered on a sliding scale that runs from "strongly agree" to "strongly
disagree." The instrument asks the age of the person, his/her gender, and the amount of
time he/she has been a member. The last four digits ofhis/her social security number
identifies him/her. Each was also asked in what ministries he/she has previously served.
The survey is designed to discover the level of care someone is receiving; the
ability to discover and use his/her spiritual gifts in ministry; the opportunity to grow in
one's faith; and, the example of those in leadership here at Palmerdale UMC. A posttest
was given at the end of the testing period to see if the answers had changed over the last
ten months.
In addition to this survey, I interviewed the lay shepherds to find out how they
experienced the ministry in which they were involved and to get their input for future
changes (see Appendix D). I also examined data that is compiled weekly recording both
worship and Sunday school attendance. This same data tells us how many families
became inactive during this time period and can be compared to the previous year.
Finally, I wanted to evaluate whether the program met the biblical foundation upon which
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it was built.
Data Collection
These pretest surveys were mailed to every "full member" at Palmerdale UMC who
is an active attendee (attends at least twelve times per year). People were encouraged by
letter, at council meetings, from the pulpit, in the bulletins, and through the newsletter to
participate. The same resources were used to encoiu-age participants for the post test.
These surveys served two purposes. First and foremost, the response of those who
completed both the pretest and posttest were evaluated. Second a general response will
be researched including those who became part of the congregation in the interim period
of time. The response of these "new" surveys were compared as a whole to the pretest
responses.
Relevance/Importance
The relevance of this project is the problem of "the open back door" (Rainer 1).
Churches for years have been trying to close this "back door." The "front door" refers to
new members or gains in attendance; the "back door" typically means loss ofmembers or
decreases in attendance. The goal is to assimilate persons into the life of the church in
order to lessen the attrition rate.
My hypothesis is that increased care provided by the laitywill free up the paid staff
and gifted lay leaders. Theywill then be able to mentor, train, and equip persons in their
gift areas. The appropriate care, coupled with involvement in ministry, will close the
"back door."
As these persons are being cared for and discipled, theywill also be encouraged to
become part of a small group that will promote their growth in the faith.
Scott 20
Preview of the Document
Chapter 2 examines the theological and biblical foundations upon which this program
is built. It also examines the major issues involved in the program. These issues are lay
ministry, the role of the pastor, the need for accountability, assimilation, spiritual gifts, and
pastoral/congregational care. Care will be given to interact with the literature as it applies to
the project. Common themes will be fleshed out and explored. Chapter three will restate the
purpose of the study and explain in detail the process thatwill be used. Chapter 4 will report
the findings and seek to answer the research questions. Tables, graphs, and other visual aids
were used to help the reader interpret the findings. Finally, Chapter 5 will summarize the
findings and seek to evaluate and interpret the data.
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CHAPTER 2
Theological, Biblical, and Literature Review
This chapter provides the theological and biblical foundations upon which a lay
congregational care and ministry system can be developed. The literature review seeks to
examine three areas. The first is layministry. The purpose is to examine the history of
layministry and to pay special attention to the role of spiritual gifts. Secondly,
pastoral/congregational care is examined. Various views ofpastoral care provide a
foundation for our discussion. Last of all, assimilation is reviewed. The importance of
assimilating new members and attendees is discussed.
Theological Issues
Laos and Kleros
In the context of discussing one's theological beliefs about lay ministry, one must
first answer the question, "Is it biblical?" Does the Scripture teach that all Christians are
ministers? Let us first begin with the words that are at the center of this discussion. The
word ''Kleros" simply means a "lot" or a "portion" of something;
"
part," a selected part,
a separate part. This definition would lead one to believe that the ''Kleros" are those
separated people, the clergy, set aside to do ministry. Strangely enough, such is not the
case. For every time these two words, kleros and laos, appear they apply to the same
people-to that portion ofhumanity that walks with God (Garlow, Partners 54). So the
laos, the people ofGod, are the kleros - those set apart for Christian service. We might
argue that we become the laos when we accept God's justifying grace and that we
experience kleros, being set apart, when God's sanctifying grace begins to affect our
lives. The separateness of
clergy and laity was unknown in the early days of the church. All Christians were of the
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laity in the sense that all were nonprofessional, but all were ministers in the sense that all
ministered (Trueblood, Your Other 43).
While kleros originally applied to all God's people, early in church history the
word came to be used for a small, select group ofpeople separate from the rest of the
laos. Then it developed, through the course of church history, into a group ofpersons
elevated to special privilege. Kleros became equated with "status" (Garlow, Partners 57).
The word laos, on the other hand, became debased. "Lay" is often a synonym for
"amateur" as opposed to "professional", or "unqualified" as opposed to "expert" (Stott
29).
This can be viewed from a different perspective. A legitimate distinction exists
between clergy and laity today, but it is functional, based upon what one does. It is not
theological; that is, based upon what one is or one's essence (Garlow 57). Few dispute
that the apostles were called to a particular function ofprayer and proclamation, whereas,
seven were appointed to oversee ministry among the widows. Both are ministries without
a qualitative distinction (Ogden 61). And yet in today's church there is often a qualitative
distinction made. Clergy are often seen as the minister while the laity are those inistered
to or at best, those who support the minister in his/herministry.
One would be hard pressed, however, to support this idea from a biblical
perspective. Nowhere do the terms "ministry" or "minister" refer to a particular class of
people set apart from the rest of the church (Ogden 60). Yet by the end of the second
century, laity for the most part were seldom allowed to even teach in the church. After
Constantine's conversion to Christianity in the early part of the fourth century,
Christianity became the official religion of the Roman Empire. At this point Grimes says
that the process ofclergy/laity separation was clearly established (Grimes 46). Therefore
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one could say with certainty that as early as AD 325 in the Council ofNicea, the church
was defined as the "clerical order" (Garlow, Partners 60). Some believe this trend was
prompted by heresies that arose in the early church. In an effort to defend the faith, our
church fathers took three significant steps: (1) the development of creeds so the people
would know what they believed and what not to believe; (2) the development of the
canon of Scripture so the church would have an authority to which it could turn; and, (3)
the development of the clergy, so certain persons would be trained to defend and sustain
the faith (Garlow, Partners 61).
While these steps achieved their desired outcome, they also created a class within
the church that has never fully disappeared. According to Kraemer, the "church became a
vast body ofworship, instruction, piety, and activity consisting of two clearly
distinguished bodies, in which the authoritative leadership reposed in the clergy"
(Kraemer 51). Some lay participation in the internal hfe of the church did continue. In
extreme situations the laity performed baptisms (Frend 61), yet the exclusive right of the
clergy throughout the years to serve Holy Communion has been a main reinforcer ofwhat
Greg Ogden calls "the priesthood within the priesthood." Ogden writes, "There is
nothing that solidifies more in the minds of the people the priestly quality of the pastor
than the sole right of the ordained to officiate at the table" (Ogden 79).
I believe a new dialogue between clergy and laitymust be established. This
dialogue must not be one where either group expresses feelings of superiority or
inferiority. Theymust see themselves as equally participating ministers ofChrist. Itwill
be a relationship in which the historic power of the role of religious authority is claimed
and taken on without apology by those we probablywill continue to call clergy. A
relationship in which those we now call laitywill see themselves as fully functioning
Scott 24
colleagues, standing on their own feet and assured of the authenticity of their witness and
work.
The task of the next generation will be to shift the power and ownership structures
of the churches to allow lay people to fulfill their apostolic ministries and, in so doing,
free the clergy to be the catalysts of religious authority (Mead15).
The Priesthood ofAll Believers
The sixteenth century reformation led byMartin Luther not only rediscovered
justification by faith but also the priesthood of all believers. The priesthood includes two
roles: (1) the priest represents people to God; and (2) the priest ministers in service for
God. Luther states in his manifesto. To the Christian Nobility, "All Christians are truly
priests and there is no distinction amongst them except as to office" (qtd. In Kraemer 61).
While the reformers declared this truth, somehow the church never put it into practice
(Garlow, Lite 52). Kraemer believes the reasons for this failure to institute these beliefs
are threefold: (1) the concept of regenerational baptism was difficult to overcome; (2) the
centuries of keeping the laos spiritually immature by keeping the Word from them could
not be quickly overcome; and, (3) the fear that the sacraments would not be properly
administered raised concerns (Kraemer 64-65). These fears, however, not only protected
the faith but created a priesthood within the priesthood. This has hampered the
involvement of laity in ministry throughout the history ofour church. Jesus did not
approve of one being greater than another in his kingdom (Mark 10:35-45). And yet the
clergy have been elevated to this status, therefore most often the pastor initiates the
programs, plans, and visions within the body. The problem with this is that these visions
usually reside only in the mind of the pastor. They come when the pastor comes and
leave when the pastor leaves. Seldom does the plan transfer fi-om the pastor's mind to the
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people's hands and heart. The people do not own the plan because they had no part in
designing it (Mathison, Tried and True 3). Therefore I agree with Robert Slocum when
he said, "The most important decision facing your church today is the decision to shift the
focus of your church from the ministry of the clergy to the ministry of the laity" (170).
The Ministry of the Laity in Scripture
In the book of Exodus, Moses' father-in-law, Jethro, gave Moses some adyice that
I think God would giye to most churches today. He said, "What you are doing is not
good" (Exod. 18:17). What we are doing today is not good for our pastors. For we, like
Moses, are wearing ourselves out. This passage teaches that the pastor/prophet cannot
carry the load alone. According to Malcolm Smith the word "weary" is defined as
follows: "worn out, to have worked until there is no strength left" (25). He goes on to say
that spiritual burnout occurs when we fail to apply these biblical directives to our lives
(25). Pastors feel guilty because they cannot provide quality pastoral care and
unfortunately, in many churches the choice is between quality pastoral care and outreach.
Unfortunatelymany choose the needs of their members over the effort to share the gospel
with those who have yet to hear. Why do we make such a choice? The two major
reasons people leave churches are both connected to inadequate pastoral care. Steinbron
lists four questions that cause most churches to realize the truth of this dilemma. 1) Is
everyone in the church being prayed for regularly? 2) Does everyone have someone
keeping in touch with them on a regular basis? 3) Does everyone have someone to whom
they can bare their soul, to whom they can comfortably turn when the chips are down? 4)
Is it possible to get everyone to do his or her part? (Steinbron, Lay Driven 41). Most
churches cannot answer the way they would like to answer most of these questions. What
is the solution? As Maxwell says, "[We] must establish a team. [We] must find a way to
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get [our] vision seen, implemented, and contributed to by others" (Maxwell 2).
Scripture is clear; the ministry is for all ofGod's people. Jethro tells Moses,
"Select able men to help you" (Exod. 18:21). God's will was never for any Moses to do
all the work. God told Israel that they should become a kingdom ofpriests (Exod. 19:6).
God's desire for a kingdom ofpriests is related to his concern that everyone who belongs
to him must minister in some way on his behalf. By getting all ofGod's people involved
in ministry, we avoid not only the bumout of the pastor or leader but also avoid burning
out those who are willing to serve. Most people can handle only VA involvements:
leadership of one ministry, solid participation in another, and occasional participation in a
third (George 88). Moses' role or function was to spend time with God, know God's
Word, and be able to communicate it to God's people (Coppedge 26). By fulfilling his
role, Moses would begin the process of creating a kingdom ofpriests, a kingdom where
all ofGod's people would have a role and a ministry. This change ofprocedure
accomplished the following: (1) It lightened the load on Moses; (2) It allowed the people
to share the load and be involved in ministry; (3) It prolonged Moses' life he was "better
able to stand the strain;" and, (4) The people were more satisfied (Steinbron, Lay Driven
80).
By applying the Jethro principle God could accomplish three things. He
prevented Moses from becoming burned out. He avoided fiiture dissatisfaction among
the people, and he avoided an unhealthy reliance upon the leader Moses (Galloway 84).
Most pastors believe that the more they work the more faithful they are but as
Dale Galloway says, a good pastor does not do the work often people but gets ten people
to do the work of ten people (84). "Spiritual bumout can only occur," says Malcom
Smith, "where there is either a fundamental misunderstanding of the heart of the Gospel,
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or a failure to apply it to our lives and ministry" (25). While some pastors can do "all"
the ministry in a chiu-ch of less than one hundred, it is the key factor in the church staying
small. It is not always easy for pastors to share the ministrywith the laity. This inability
to share ministry is a major factor in a church being unable to grow. A crucial trade-off
must take place if the church is to grow. Lay people will have to give up their leadership
for ministry, and the pastorwill have to give up ministry for leadership (Towns, Wagner,
and Rainer 53). Without this trade off the church cannot grow because with growth
people will receive less pastoral care if the pastor is doing all the caring. As in this
biblical example dissatisfaction grew among the people. They waited in long lines for
Moses to hear their need. The same occurs in churches today. If a church is growing the
pastor has a difficult time getting to all the people. Secondly, when people are not using
their spiritual gifts they are not spiritually satisfied. The more they take ownership of a
ministry, the higher their satisfaction level will be (Steinbron, Can the Pastor 84).
Thirdly, he avoided an unhealthy reliance upon Moses. The people were coming
to Moses for everything. Unfortunately, something in the makeup of a pastor both
relishes this attention and detests it. We want to be needed, but we grow weary.
According to Ogden, both pastor and congregation promote this unhealthy attitude. The
pastor enjoys the accolades the people enjoy bragging on a pastor who can do everything.
The pastor enjoys being needed and even finds security in the fact. The people enjoy
knowing they can depend on one who is always there (Ogden 93).
Dick Wills describes the dangers of this mentality when he writes, "When I had a
lot of energy, the church seemed to do well. But as my energy ran low, the church
seemed not to do as well. This was a time that I felt everything depended on me" (28).
He came to realize that his task was to maintain the vision God had given him and to
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approach ministry (lead and feed) in a different model. The pastor leads the "sheep"
through being a vision caster. He/she feeds the "sheep" God's word. In the traditional
model the pastor "does" all the ministry with the support of lay leaders. In this model the
people are trained to do ministry by an equipping pastor. This is not an easy transition to
make in the traditional, established church. Often churches resist the pastor/equipper
model but as Watson says, "The church has no excuse for neglecting such a fundamental
dimension of its hfe and work (Watson, Class Leaders 13). John Wesley, the founder of
Methodism, used the class meeting to equip the saints. They met weekly to learn, pray,
and bear one another's burdens. They were encouraged to speak the truth in love
(Watson, Early Methodism 94). This paradigm is usefiil for today. It provides a forum to
share faith and a place of accountability. It is perhaps the most important contribution the
Weslyan movement has made to the contemporary church (Watson Accountable 18).
All of this leads to the final truth of this Exodus passage which affirms that while
all Christians are ministers, some are called to full-time pastoral ministry. Moses' role
was clearly defined. He was to teach the people, to be their example and show them the
way, and to equip them to help carry the load. Vocational pastors and volunteer pastors
are truly partners in ministry today. The vocational pastor is the generalist caring for the
larger matters ofpreaching, teaching, counseling, marrying, and burying. The volunteer
pastor is the specialist giving grassroots, customized care to a manageable number of
households (Schaller Different, 201). This reduces the cost of staff and increases the
concept that lay people are indeed "real" ministers. This requires a change in the
leadership role of the senior pastor. The pastor trained to shepherd the flock must learn to
delegate responsibility and authority to lay persons. A pastor must truly "trust his people"
for lay ministry to be effective (Schaller, Middle 134).
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Trust can exist between pastor and laity and realization that while all lay people
are ministers and all ministers lay people, the role and functions are different. As Outler
states, "The church's ministry in and for the world depends as decisively on the
differentiation of various offices as on the generality of ordination and vice versa" (Outler
5).
Those who have been ordained often speak of their vocation in terms ofbeing
"called". Laity should enjoy the same sense of purpose. Vocation is the idea that God
calls his people to many kinds of activities and occupation including what are often
thought of as secular tasks (Trueblood, Your 58). The Christian vocation is to serve God
in all of life, but this applies especially to occupation since in that area of life one spends
the most time (Grimes 95). Therefore if one is a schoolteacher and a Christian, he or she
is a Christian school teacher. The same is true for a Christian plumber or electrician.
With this understanding of vocation, all Christians can have a sense ofbeing called by
God.
A New Testament Example
The best New Testament example is found in the book ofActs 6. The problem is
the same as Exodus 18: too many people to care for and too few caregivers. The problem
was the daily food allotments given to widows. Certain widows felt mistreated. This
project needed supervision, but the apostles felt they should not give this supervision.
Did they feel the job to be beneath them? I do not think so. I think they felt they should
not take time away from their primary function within the body of Christ. Their
understanding of their role is cited in Acts 6:4; they were to "give themselves continually
to prayer, and to the ministry of the Word." This reemphasizes Exodus 18 where Moses'
primary role was that of teacher. The layministers were selected, however, in a markedly
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different way. Unlike in Exodus where Moses selected the help, here the congregation
selected the seven layministers. The apostles' only role was that of guidance. "Select
fi"om among you," they said, "seven men of good reputation, full of the Holy Spirit and
wisdom, whom we may appoint over this business" (Acts 6:3). The apostles made a wise
decision. Theymultiplied themselves on this significant day. These seven men grew to
become leaders themselves. This would not have happened if the apostles had not been
willing to let go of this part of the ministry (Galloway 82). As Maxwell says, "There is
no success without successors" (Maxwell 1).
The question needs to be asked, "Why did Moses select his layministers, but the
apostles left that up to the congregation?" I believe it was because the Holy Spirit had
now become available to all Christians. I suppose one could argue that this was the first
example ofmatching one's spiritual gifts to the need of the church. The next portion of
this paper looks at the issue of spiritual gifts.
Spiritual Gifts
We must first be clear on the difference between the fruits of the Spirit and the
gifts of the Spirit. As someone once said, "Fruits are grown but gifts are given." Paul
clearly states in 1 Corinthians 12:11 that the Spirit gives gifts as "he determines." All
Christians can grow the fioiits of the Spirit in their lives. We do not decide, however,
what gifts we have. As Steinbron said:
The Suit of the Spirit is essential for quality ofHfe, the gifts of the Spirit
are essential for ministry. God provides the gifts, we do the ministry. God
provides the colors, we paint the pictures; God provides the notes, we
write the music; God provides the soil, we plant the flowers; God provides
the mind, we do the thinking; and God provides the gifts, we do the
ministry. (Steinbron, Lay 40-42)
The church is the container and Jesus is the one who fills it with His life. Jesus is the
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content who indwells the form (Ogden 31).
The Apostle Peter writes, "As each one has received a gift, minister it to one
another, as good stewards of the manifold grace of God" (4:10). When Christ was here
on earth, he was limited to performing his ministry in one place and at one time. He was
one man. Now he has made provision to carry on the work through the Holy Spirit. We
are his multiplied hands, his feet, his voice, and his compassionate heart. Imperfect to be
sure, but we are his healing body just the same. Through the Holy Spirit we receive the
power to carry on the work of the apostles. What a challenging and sobering thought to
believe that when we receive the Holy Spirit into our lives that we receive the same
urgent, life-giving force that led our Master (Bittlinger 56). Perhaps that is why the
Apostle Paul wrote that we should "present our bodies as a living sacrifice, holy and
acceptable unto God" (Rom. 12:1). God uses these bodies to bring about the Kingdom of
God. Our hands offer help to others; our arms comfort a struggling person; our ears bear
another's anguish or joy; our feet run errands for an incapacitated person; our eyes read to
the blind and our brain plans strategies to reach out (Steinbron, Lay 43). That is why Paul
told Timothy not to neglect his gift (I Tim. 4: 14) and that indeed he should fan into flame
the gift ofGod which was within him (2 Tim.l :6). The question is not do the people in
my congregation have spiritual gifts. The question is, "Which gifts do they have?" God
has given all of the congregants gifts for service, and the goal of ourministry should be to
see our people prospering in and maximizing the gifts within the body ofChrist and out
in the world (Stowell 84). The problem is that our gifts are sometimes hidden by low
self-esteem or poor self-awareness. They may be unused or underdeveloped, treated as
irrelevant to the career or employment path of the individual, and treated as irrelevant to
many declining church committees (Bandy 72).
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We as pastors must teach our people concerning spiritual gifts. God does not want
his people ignorant ofwhat he has to offer them (1 Cor. 12:1). This generation desires to
understand this truth. CraigMiller writes concerning boomers:
Churches that desire to retain boomers must offer a wide variety of classes
and seminars which help them develop and identify their own ministry.
Chief among the teachings in these churches is a strong emphasis on
spiritual gifts, which help each discover the spiritual gift or gifts that God
has given to that person. (Miller 152-153)
William Easum and Thomas Bandy describe this process as growing "spiritual
redwoods." They insist that this requires leaders who are spiritual giants. These are not
leaders in the traditional sense. They do not control the work, manage the work, or even
do the work of the church. They are visionaries and motivators (176).
In a new way Christians are experiencing spiritual gifts and are asking perceptive
questions about the nature and fimction of these gifts. Never in the history of the
Christian church has there been such a widespread interest in biblical teaching about this
aspect of the Christian life (Kinghom 19). To become aware that God himself has
equipped each individual with spiritual gifts and placed them where he desires for them to
minister is to enter into a new dimension of exciting possibilities (Stedman 51-52).
This brings us to the role of the pastor. Ephesians 4: 1 1-12 says that we are "to
equip the saints for the work of the ministry." Paul tells us why: so that the body of
Christ can be edified, to bring about unity of faith, to increase the knowledge ofGod, to
help people mature in their faith, and to enable the body of Christ to grow (Eph. 4:15-16).
These gifts are not for self-aggrandizement but "for the common good" (1 Cor. 12:7).
Therefore we ought to use them (Rom. 12:6). As pastors we are called to give more than
lip service to this spiritual truth. We must reveal to our people that they are gifted and
called. We must create structures and equip them for ministry. Clergy are no longer
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considered "set apart" due to ordination. Pastors are sought with the abihty and passion
to share their faith with others regardless of their academic credentials. Clergy are
expected to work toward the expansion of the kingdom ofGod rather than maintaining
what already exists. Career clergywill remain frustrated because their congregation's and
their personal level of fulfillment will continue to decline. The day is over when ordained
clergy can feel superior to non-ordained persons (Easum 73).
The Pastor as Equipper
Frazer Memorial United Methodist Church holds a unique concept concerning
staff Staff should never be hired to do ministry but to train laity to do ministry
(Mathison, EveryMember 6). This is not the way most churches operate. The reason is
as simple as what Dan Southerland calls the last seven words of a dying church, "We've
never done it that way before," (Southerland 23), and as complex as the level of
commitment it takes to equip the laity. This commitment must come from both pastor
and lay leaders. Success will only be experienced when members willingly take their
places of service in the body and when pastors see the equipping of others for the work of
service as their first priority (Hemphill 84). Time and effort by any organization's
leadership is needed. Everyone knows a task is quicker and easier for leaders to do the
job themselves than to teach other people, but doing the task yourself is a short-term
solution. The longer, harder road of equipping others pays, but it requires commitment
from everyone in the organization (Maxwell 87).
Jesus understood this principle. He is the person from whom we learn these
principles. He had a private, concentrated discipling ministry with a few and a public
ministry to many. A significant amount of his time was spent in public ministry, but even
during these times the disciples were always present and in training. Turning these
Scott 34
fishermen into disciples for the purpose of accomphshing his mission was his plan from
the beginning not an afterthought rising from concern that his own life and ministrywere
in danger.
This emphasis implies that if Jesus was deliberate about this pattern for spiritual
growth and leadership development, those following him must be just as deliberate about
the process ofmaking disciples (Coppedge 79-80). Ifwe desire our Laos to be involved
in ministry, then we must not send them out unprepared. Theymust be given the tools
they need to succeed. Equipping the laity has much to do with mentoring. The example
of Jesus is best. The disciples watched Jesus mentor. He maintained oversight as they
ministered until they were ready to stand on their own. Equipping must not be taken
lightly. Churches that have treated this part of lay ministry as optional have often had
unsuccessful ministries (Steinbron, Can 159). Maxwell suggests that any organization
must be willing to spend money on things like books, tapes, seminars, and conferences.
The wealth of good ideas and information can make the difference of keeping people
growing and equipping them to do the job well (Maxwell 105).
The training process involves the following stages:
1 . Association: Effective layministry training begins with bonding between
enabler and the one being enabled.
2. Impartation: This is the actual communication of the basic "how-to's" of the
ministry.
Demonstration: Few people learn by being told what to do. Almost everyone
learns by watching another person.
Delegation: This means assigning ministry tasks. Although this is difficult
for some pastors to do, the importance of assigning ministry to lay persons and giving
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them the freedom to fail or succeed is critical.
Supervision: This means overseeing a particular task. Lines ofaccountability
are necessary. (Garlow, Partners 113-114). Holding people accountable does not imply
lack of trust. In fact. Maxwell defines trust as accountability, predictability, and
reliability. Trust is built day by day (Maxwell 67).
In Trueblood's book, The Incendiary Fellowship, he argues that the best
descriptive word for the role of today's pastor is coach. The coach discovers talent,
develops the skills necessary to do the task, and trains the person to succeed for both the
long and short term. The pastor may be a "player coach" but the coach part must not be
neglected (43).
Once the laity are equipped, the next step is to create an atmosphere ofownership.
The ministry they are involved in must become their own, not an extension of the
pastor's ministry. Theymust be involved in the planning stage as well as
implementation. Today's pastop^coach must produce disciples. To produce disciples
pastors must take time to mentor others. Hunter states that the stunted growth ofmodem
Christians is directly related to the inability of today's pastor to provide adequate,
ongoing care for his/her people (Church 121). Steinbron believes the problem to be that
we have overemphasized the Great Commission at the expense of the Great Charter, that
is feed my sheep (67). Congregations without some kind ofplanning process usually
have only a pastor's plan to follow, therefore, if a church is to succeed in the long mn, the
laity must be involved fi-om the beginning.
The pastor's role is that of vision caster. He/she must cast the vision until it
becomes the property of the congregation. While the pastor is the caster of the vision, it
must be a vision on which the church has agreed. A vision on which multiple witnesses
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agree is from God. Caldwell warns that church leadership must provide vision even
though the church realizes the inevitable tension between vision and reality; pastors must
never allow the vision to shrink down to the level of reality (5). As the apostle said,
"Hope that is seen is not hope" (Rom. 8:24), for faith is the "substance of things hoped
for, the evidence of things not seen" (Heb. 11:1). Hope cannot be vague or abstract; it
must be concrete and goal-oriented. A vision with a task is but a dream; a task without a
vision is drudgery; a vision and a task are the hope of the world. Vision is the ability to
imagine and prepare for the future. You do not make the vision; the vision makes you.
Vision keeps us on course when the going is difficult (Steinbron, Lay 126).
Yet to communicate a vision, one needs more than words, speeches, memos, or
laminated plaques. A leader must live his or her vision day in and day out. He or she
must embody the vision. People will evaluate our words by our deeds. Grace-full leaders
know their actions do speak louder than words. They do not say, "Get going!" Instead
their lives declare, "Let's go!" and they lead the way. Bowling's term "grace-full" leaders
indicates those who do not walk behind with prod in hand, but rather walk and lead the
way (59).
Whether or not a church demonstrates the care and love ofChrist ultimately boils
down to its vision and structure. Know what you believe God wants you to do and
develop the organizational framework so it can happen, and some amazing things will
result (George 19).
Warren expresses this beliefby using the "purpose driven church" philosophy.
He believes the tradition-driven church seeks to perpetuate the past. This tendency almost
assures that no new vision will come easily. Warren encourages stagnated churches to
"recapture a clear vision ofwhat God wants to do, in and through, your church family.
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Absolutely nothing will revitalize a discouraged church faster than rediscovering its
purpose" (81). But pastors must understand, purpose cannot be faked! If a pastor does
not truly believe in the vision, people will know. As Maxwell says, "Vision begins when
the leader accepts it. It gains acceptance when the leader models it. It becomes reality
when the people respond to it" (Maxwell 28). When people respond to the vision they
begin to make it their own. When they own it, it becomes their vision. The fact is
without vision perish, and people with vision prosper! Dan Southerland says a pastor
must prepare the church to receive the vision, share the vision, and implement the vision
(20-1 19). All of this takes time, prayer, and patience.
In order for our hearts to be prepared to receive a vision from God, they must be
broken like a field before planting. We must have what Southerland calls "a holy
discontent with the status quo." As Jesus wept over the lost sheep of Israel (Matt. 10:6),
and Moses stood in the gap for the Israelites (Exod. 17:4) we must not be content until
God speaks and we hear (Southerland 29).
For our people to receive God's vision, it must be defined for them. No church
can reach everyone. Defining your target is a biblical concept. Paul's target was the
Gentiles. "I am the apostle to the Gentiles" he wrote (Rom. 11:13). Peter's target was
the Jews. Paul confirmed this: "I had been entrusted with the task ofpreaching the
gospel to the gentiles just as Peter had been to the Jews" (Gal. 2:7). Defining your target
is important if you expect to succeed (Southerland 56).
Next in Southerland's process is planting the vision. Pastors must plant the vision
with the key leaders in the church so that their vision can become that of the leaders as
well. Vision is a seed that needs time to grow. Often failure is due to lack ofpatience. If
the pastor tries to implement the vision before planting it, failure is certain (68).
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Sharing the vision is Hke watering the seed. As the pastor uses the tools at his/her
disposal such as sermons, Bible studies, bulletins, newsletters, and the floor at committee
meetings, he/she waters the vision day by day and waits for the seed to grow and bear
fruit. After all, how do people catch vision? They are exposed to someone that has
vision (Southerland 93).
Finally the vision is implemented one phase at a time. This avoids fhistration and
sometimes flat out rebellion. If a pastor has done the previous stages Southerland
beheves that the vision can be successfully implemented (93).
The Priesthood ofAll Believers
Oscar Feucht said, "The Old Testament distinction between priest and people,
clergymen and laymen, is at an end. Christ, our High Priest, has made all Christians
priests before God. All Christians are God's clergy, and there is no special clerical order
in the church" (64). This is supported by Jesus' words in Mark 10:35-45. In this passage
Jesus discourages any superiority in the kingdom. The greatest, said the Master, is a
servant.
All Christians are responsible for sharing their gifts with the people ofGod
through acts of service within the community of faith and within the world. All
communicate the gospel through their actions and their words. Every Christian is called
to be a minister, a representative of God in Christ, for service to the gospel and to the
world. This is their inheritance through baptism (Kohler 17). The Book ofDiscipline of
the United Methodist Church puts it this way:
The heart ofChristian ministry is Christ's ministry of outreaching love.
Christian ministry is the expression of the mind and mission ofChrist by a
community ofChristians that demonstrates a common life of gratitude and
devotion, witness and service, celebration and discipleship. All Christians
are called to this ministry of servanthood in the world to the glory ofGod
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and for human fulfillment. The forms of this ministry are diverse in
locale, in interest, and in denominational accent, yet always catholic in
spirit and outreach. The church as the community of the new covenant has
participated in Christ's ministry of grace across the years and around the
world. It stretches out to human needs wherever love and service may
convey God's love and ours. The outreach of such ministries knows no
limits. This means that all Christians are called to minister wherever
Christ would have them serve and witness in deeds and words that heal
and free. (104,105).
Once people claim ownership of the vision, the priesthood of all believers begins
to make sense. The ministry is not just our pastor's ministry, but our church's ministry,
and I make up a part of the body ofChrist. "Lay persons are called just like those who
are ordained," becomes the cry of the church. An equipped laity with vision who have
claimed it as their ownwill indeed minister in the name of Jesus. Theywill believe that
they are a chosen people, a royal priesthood
" that should show forth the praises ofHim
who both called them out of darkness into His marvelous light" (1 Pet. 2:9).
As Garlow states, "This does not mean that every man or woman is his own
priest. It does mean that every man fimctions as a priest to others (Garlow, Lite 70)."
Kelly concurs with Garlow, stating that the significance of the doctrine is ministry to one
another and to the world (Garlow, Lite 75). Ministry becomes the Laos, the people of
God, ministering to the Laos. In turn the kleros, who are also the people ofGod equip the
laos to minister to one another and to the world.
In discussing this issue someone usually says, "Well, how do we know if these
lay people are being scripturally sound and doctrinally correct?" That is where
accountability comes in.
Accountability
It is not what is expected that gets done, it is what is inspected (Steinbron, Lay
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107). This statement proclaims a great truth: we need accountability. Organizations such
as Weight Watchers have used this principle for years. Knowing you must climb on the
scales in front ofyour peers motivates you to do your best.
"Experience has shown that when accountability lapses, the acts ofministry
decline. Accountability has to be built into the ministry" (Steinbron, Lay 107). Galloway
says that accountability is the missing ingredient in many attempts to implement small
group ministry into the life of the church. Accountability is vital for healthy small groups
(97). Three safeguards keep lay pastors or ministers on track and prevent future
problems.
The first is frequent reports. Small group leaders at New Hope were asked to give
a weekly report. They had prepared forms that they filled out. Steinbron's LayMinistry
program calls formonthly reports. He says that you should provide forms, policies, and
procedures, all ofwhich provide guidelines that leaders need to stay within. This insures
that the vision and stated goals of the church are followed (Lay 107).
Secondly, pastoral supervision is important. Frequent times to pray together,
share ideas, tackle problems, and vision together help prevent fiiistration and
miscommunication. Maxwell follows the "BEST" approach. Believe in them. Encourage
them. Share with them. Trust them. He says , "The BEST technique is the beginning of
the next element of developing the leaders around you: nurturing potential leaders.
Nurturing benefits everyone. Who wouldn't be more secure and motivated when his
leader believes in him, encourages him, shares with him, and trusts him?" (Maxwell 62).
Accountability is done best in a mentoring relationship, which is the approach Jesus took
with his disciples. He held them accountable simply by being with them. To get lay
people to commit to ministry and then leave them without a support system is a mistake.
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Nothing hurts morale more than asking people to do something without the resources to
accomplish it (Maxwell 77).
Believe in Them
When you believe in people, you motivate them and release their potential.
People can sense when they are believed. Anyone can see people as they are. "It takes a
leader to see what they can become, to encourage them to grow in that direction and to
believe that they will do it. People always grow toward a leader's expectations, not
toward criticism and examinations" (Maxwell 69-70).
Examinations merely gauge progress. Expectations promote progress. You can
hire people to work for you, but you must win hearts by believing in them in order to have
them work with you (Maxwell 69).
In his book entitled High Expectations, Rainer says, "Effective assimilation
churches have one primary characteristic that sets them apart from churches that do not
keep their members in active involvement. Effective assimilation churches had high
expectations of all of their members" (23).
Encourage Them
Too many leaders expect their people to encourage themselves. Most people
require outside encouragement to propel them forward (Maxwell 70). Affirmations can
take place one-on-one in private, through public recognition, and in services of
celebration. The one-on-one affirmation can be an occasional note, card, letter; a phone
call, or an invitation to lunch. Public recognition can be an article in the newsletter or a
word from the pulpit. A celebration at a service can include lists of accomplishments or
the giving ofpins, plaques, or other awards. All of these motivate persons to do more and
to desire to do even better (Steinbron, Lav 108).
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Share with Them
Lay pastors/ministers need to understand the vision. They cannot accomphsh this
from a distance or by infrequent short spurts of attention. The pastor needs to spend time
sharing his/her faith, dreams, and vision with our leaders. Time is valuable, but time
spent with potential leaders is an investment (Maxwell 69).
Trust Them
Trust must be built day by day. It calls for consistency. We cannot keep changing
the rules. Many lay ministry programs fail not because lay folks are unwilling, but
because pastors cannot let go. In describing growth restrictive boxes. Galloway says,
"Ifwe pastors are not open to shared ministry because we feel we must control all the
ministries in our church, we're not going to get very big because we'll never grow
any larger than our own arms can reach. In a real sense, we must give up control of
ministries in order to break out of this restrictive box and release unlimited growth
in our churches. Simply put, if we aren't willing to let go, we will never see that
growth" (34).
The third safeguard is ministry sharing times such as in staffmeetings where
members share what the Lord is doing in their lives and ministries. This gives people the
opportunity to reflect and allows the rest of the staff (lay and paid) an opportunity to
celebrate with them. If they have hit a stone wall there are several minds and hearts to
consider what may be the best next move to make. This is not often seen as
accountability, but in reality it is. Sometimes giving the opportunity to share is better
than having to turn in a report. Sometimes lay pastors need someone to listen to them, to
allow them to talk through problems or decisions. Listening is important because they
have valuable things to say. The pastor is not the only expert and advice giver. We
should encourage sharing because their idea may be the best solution. Maxwell notes
that every time we use others' ideas and give them credit, it increases their sense of value
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and encourages future contribution (115). Sharing time should indeed be for
accountability but should also be used to benefit the entire ministry.
Regardless of our fears, the ministry of the laity has arrived according to Lyle
Schaller in his book, Discontinuitv and Hope. What are the forces behind this recent
expansion in the ministry of the laity?
1 . The institution has decided the laity can be trusted.
2. High expectation congregations-everymember is expected to
be in ministry.
3. The recognition that adults are on a self-identified religious pilgrimage-the
pilgrimage begins with the seeker who is eventually persuaded or the truth ofChrist and
becomes a believer. The believer becomes a learner; the leamer becomes a disciple; the
disciple identifies his/her gifts and passions for ministry; they are then equipped and sent
forth to do ministry.
4. The education level of the congregation is another factor-no longer is the
pastor the most trained individual in the congregation.
It is more rewarding to be in ministry than to do administration (Schaller
Discontinuitv 49-5 1 ).
Assimilation
Assimilating lay pastors into the structure of the church is an important ingredient
that determines the success or failure of the program. As more people become part of the
church, the church will need to become intentional about assimilating them as quickly as
possible into the life of the church. Newcomers breaking into long established groups
find it difficult; therefore, congregations that are serious about helping newcomers move
into active and meaningful participation in the congregation's life recognize the necessity
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of forming small groups (Braden and Clement 3). In fact, many churches are finding that
those who enter the church through a small group have better staying power than those
who enter through a Sundaymorning service. Why is this true? Because those coming in
through a service often do not feel connected, cared for, or needed. They come, sit,
worship, and leave. We must help them find their spiritual gifts and the ministry God has
called them to, or they will go out the back door as fast as they came in the front.
But what type of small groups should churches pursue? Some recent studies have
concluded that the "small group movement" has been declining in recent years. George
Bama cites a tendency toward weak teaching, lack of leadership and accountability,
confiision ofpurpose, and inadequate child care as possible explanations for the downturn
(52-55). In a recent study conducted by Rainer, pastors explained that cell groups were
difficult to organize and administrate. They also cited the issue of child care and the fear
that cell groups were separating families for yet another night. They cited doctrinal
integrity as a major concern also (46-47).
In this same study Rainer concludes from studying 567 evangelistic churches that
the best assimilation tool is a small group ministry that has been with us for a while; it's
called Sunday school. He states, "The research is clear ifnot overwhelming, Sunday
school is the most effective assimilation methodology in evangelistic churches today"
(47).
Others have expressed concern in the area of doctrinal integrity. Robert Wuthnow
in a recent research project notes that the cell groups he studied did little to increase the
biblical knowledge of their members. The emphasis seemed to be on one's experience
and the development of relationships. Instead of a strong objective study of Scripture
Wuthnow notes that cell groups encourage faith to be subjective and pragmatic (23).
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Even Carl George acknowledges this danger. He writes, "Cell groups, like all other
forms ofministry, involve risks. They open doors to possible danger." He concludes
however, "Ifpastors properly manage their cell groups through monitoring, teaching, and
providing curriculum resources, the gains will far outnumber the loses (1 12).
Another factor is friendliness. Mathison says this is the single issue on the first
visit (Tried 84). I have been told that if a person does not make seven friendships in the
first six months that they will leave. Before we can get people involved in ministry, we
must assimilate them into the family. If they feel loved, needed, and respected, theywill
stay. In fact statistics show that if a person returns three times there is a 90 percent
chance that person will remain for some length of time, therefore those early impressions
are vital for continued growth (Toler and Nelson 148).
Further Literary Review: LavMinistry
In Arnold Come's article, "Lay Training in the USA," he points out the resistance
of this "new interpretation of the church." In this July 1965 article. Come states that
those who organize such training programs soon find they have two congregations � the
minority who respond, and the majority who strongly resist such a "new" interpretation
for the reason for the church's existence (15). Come's insights firom some thirty- five
years ago still hold true in manymainline churches. The attitude of the laity is not the
only attitude that must change.
Ogden speaks also of the needed change in the pastor's posture. He writes, "The
pastor's role is not to guard ministry jealously for himself, but instead to tum the spotlight
on this multi-gifted body" (21). This required change on the part ofpastor and people is
revolutionary. Gillespie writes that the "non-clergymust be willing to move up, the
clergy must be willing to move over and all God's people must be willing to move out"
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(32).
Perhaps Michael Youssef says it best, "One characteristic of good leaders is that
they prepare others to take over. They don't just prepare their followers to do well but
prepare them to do everything they are doing themselves" (162).
In 1988 the United Methodist Church started using a book entitled The Christian
as Minister as required reading for all ministerial candidates. The purpose of the book is
to help young men and women understand that "every Christian is called to be a minister,
a representative of God to the world" (17).
Mathison, pastor of Frazer Memorial in Montgomery, Alabama, is a pioneer of lay
ministry. In his book. Tried and True, he speaks of the importance of the role ofpaid
staff. They are not "hired to do ministry but to train laity to do ministry" (9). In another
ofMathison' s books, Every Member in Ministry, he speaks of creating the expectation of
lay ministry. "People join Frazer with the intention of using their gifts or at least finding
out what those gifts are" (21).
Garlow wrote in 1980 in his Lite Manual, Lay Institute to Equip, concerning a
proper way to involve people in lay ministry. Recruiting to fill slots is not layministry.
Lay people want to use their spiritual gifts not just to fill vacancies on committees.
God's Frozen People, written in 1 965 by Gibbs and Morton, pronounces failure on the
institutional church for its unwillingness to utilize laity in ministry. Siting the argument
that certain functions are left solely to the clergy. Not only has the clergy maintained
responsibility for word and sacrament, they have become organizational directors, making
most of the decisions in the life of the church (49-50). Many clergy want to blame the
problem on the fact that the laity are untrained. Michael Harper, states, "The work of the
pastor is not that of a watchman who takes care that no one robs the bricks as they keep
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piling up, but a stone mason who builds them into the edifice" (214). Coppedge argues
that Jesus is our example ofhow to mentor the laity. In his 1989 book. The Biblical
Principles ofDiscipleship, he states that the time we spend with a few will affect the
masses. Only by pouring our lives into a few can we produce true disciples (79).
If there is a single area where churches neglect to take their ministry seriously, it
would be in the area of training. Given the rise of the lay movement and the emergence
ofuser- friendly technology, the need and ability to train have never been greater. A
significant amount of the church budget should go back into developing people. The
greatest asset of any congregation is its people, and training enhances that asset (Toler
and Nelson 47).
Trueblood wrote in 1952, "If the average church should suddenly take seriously
the notion that every lay member is really a minister ofChrist we could have something
like a revolution in a very short time" (Your 29). Robert Slocum shares Trueblood's
passion. He writes, "The most important decision facing your church today is the
decision to shift the focus of your church from the ministry of the clergy to the ministry of
the laity" (170).
Steinbron pursues it farther. He writes that the church should be lay driven in his
book by the same title. Why? Because only through the utilization of lay caregivers are
there enough persons to get the job done. He asks the church to ask itself, "Is everyone in
the church being prayed for regularly? Does everyone have someone keeping in touch
with him/her regularly? Does everyone have someone to whom they can bare their soul,
to whom they can comfortably tum when the chips are down? Is it possible to get
everyone to do his/her part (Lav 41)." The answer reveals that no paid staff can be large
enough.
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Smith concurs with Steinbron. He declares that a violation of the "Jethro
principle" can exhaust today's pastor. We, like Moses, must delegate some of the care of
the people to others. Not only are we killing ourselves, we are cheating the people. The
neglect is twofold. First, in many cases the parishioners are too numerous for one pastor
to provide adequate care. Secondly, we are robbing them of the opportunity to use their
gifts in service (25).
Edwin Carl Lindburg, in his 1975 dissertation wrote that ifpastors do not accept
their role as enablers and continue to try and provide all the ministry, "the biblical
heritage of layministrywill not be realized" (244).
Literature Review: Pastoral/ Spiritual Gifts
Kinghom wrote an important work in 1976 entitled Gifts of the Spirit. He
emphasizes the widespread interest in spiritual gifts. People desire to leam what the
Bible has to say about the gifts of the Spirit. Yet, some pastors hesitate to teach their
people concerning spiritual gifts. These pastors fear potential controversy and disunity.
Spiritual gifts rightly understood, however, aid in unifying Christians. As the gifts of the
Spirit are rightly used, they lead us to a greater appreciation of one another (121).
Of course, as Kinghom points out. Christians can either become smug about their
gifts or feel inferior because they feel their gifts rank beneath the gifts of others (25).
This is where the vision of the church and an emphasis on lay ministry is important. Lay
persons must know that God provides gifts for the purpose ofministry (28). God intends
that the ministry of the church should be accomplished through spiritual gifts; human
talents are not adequate for spiritual ministry (30).
Ogden speaks of churches needing to be "gift-bearing and gift-evoking
communities" (129). In his new reformation mindset, he defines gift-evoking as being
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willing on a regular basis to call forth gifts of the Spirit firom members of the body and
challenging them to be stewards of those gifts on behalf of the body. The phrase "gift-
bearing" implies that when gifts are recognized, the community must make room for
them to operate (129). Ogden goes on to say that three elements must be present for
churches to become gift-evoking. Theymust have genuine desire for people to discover
their spiritual gifts. Frequent sermons and prayers will let the congregation know that the
discovery of one's gifts is not only acceptable but something for which one should desire.
Secondly, Ogden speaks of discovery. Ifwe are going to stir people up to find their gifts,
we need a strategy. Surveys and workshops are two of the tools available. Last of all,
Ogden speaks of deployment. Some gifts, such as teaching, naturally have a place. Other
gifts may open up new ministries for the church (130-131).
Steinbron also speaks of the need to be open to spiritual gifts if a church desires
its layministry to succeed. In his book , The Lav Driven Church, he writes, " A great
variety of gifts is required because a great variety ofministries exist" (36). While
Steinbron does not "intend to add to the gifts literature," he makes an excellent point as
far as layministry is concerned. He states, "The variety of gifts and the use of gifts"
cause us to conclude "people cannot be randomly interchanged" (36). The failure of the
mainline church to implement layministry lies in this area. We have elected or appointed
people to ministry as though anywilling person could take his or her tum. Churches that
have functioned in this manner have found it difficult to match people's gifts to the task
at hand (36). It is a radical shift to formulate the task based on giftedness!
Many Christians are asking the questions: Where do I fit in and what does God
want me to be doing? Once a person discovers his or her spiritual gifts he or she
experiences great freedom. It helps him or her to know when to say yes and when to say
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no. People begin to gradually drop those things that do not fit their gift mix. Pastors and
ministry leaders are obligated to their people to help and encourage them in the discovery
of spiritual gifts. This is good stewardship (Macchia 36-37).
Hunter discovered while writing Church for the Unchurched that apostolic
churches are aware of spiritual gifts. Both Willow Creek and Saddleback have specific
strategies in place. Willow Creek's Network Seminar devotes three sessions to teaching
the doctrine of spiritual gifts. The first session simply teaches the doctrine based on
biblical passages; the second session uses an instrument to help discover gifts; and, the
third session stresses the importance of doing ministry based on strengths and shows
people how to link their gifts with their passion or call (128).
At Saddleback Warren uses the acronym S.H.A.P.E. to teach the strategy. The
"S" stands for spiritual gifts. He goes on, however, to teach on heart, abilities,
personality, and experience. Saddleback takes a holistic approach, but the emphasis on
spiritual gifts is still there. Once they discover how people are shaped, they then help
place them into a ministry role that is right for their "shape" (130).
Literature Review: Pastoral/Congregational Care
C. W. Brister wrote a book in 1964 entitled Pastoral Care in the Church. In this
work Brister finds three motifs in Scripture that formulate his thought: the shepherd
motif, the servant motif, and the sonship motif (16-17).
The shepherd motif sees the role of the pastor as one who watches over the sheep.
The shepherd leads them to green pastures and still waters. He anoints their injuries and
stands by during the time of death. This is prominent in both the Old and New
Testaments. Psalm 23 is the most familiar Old Testament passage but is certainly not the
only one. John 10 is the New Testament's most familiar passage in this area. Here Jesus
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refers to himself as the good shepherd.
In three places the shepherd motif instructs the leadership of the church. Jesus
asks Peter to "feed my sheep" (John 21:15-17); Paul tells the elders at Ephesus to "keep
watch over all the flocks ofwhich the Holy Spirit has made you overseers" (Acts 20:27);
and Peter instructs, "Be shepherds ofGod's flock that is under your care" (1 Pet. 5:2-3).
These passages speak of the care that God desires his people to receive. In fact, the term
"pastor" is a form of the word shepherd in Greek. Paul names "pastor" as one of five
ministries given by God for preparing Christians for service (Eph. 4:1 1).
Part of the call of the church is to shepherd the sheep. Is this to be done by few or
by many? Ifby a few, care will not be ongoing but crisis-oriented. The sheep will only
hear our voices en masse or when they are in distress. Ifheard en masse we can indeed
give significant care on an ongoing basis.
Brister also spoke of the servant motif Jesus spoke often about this. From
washing his disciples' feet (John 13) to giving his hfe as a ransom for many (Matt.21),
Jesus declared his role was to serve not to be served (Mark 10). Paul also speaks of
servant leadership in his letter to the Philippians, "Do nothing out of selfish ambition or
vain conceit, but in humility consider others better than yourselves. Each of you should
look not only to your own interests, but also to the interests ofothers" (Phil. 2:3-4). This
view may have been lost bymanymodem day clergy persons. Good pastoral care takes
the form of a servant. Stott puts this well. Pastors are "servants of the servants" and
they enable others to serve (42). In order to provide the care God requires of us, we must
be willing to serve. The way of the Christian leader is not the way of upward mobility, in
which our world has invested so much, but the way of downward mobility ending on the
cross (Nouwen 61-62).
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What makes a good shepherd? The reward of seeing the sheep content, well fed,
safe, and flourishing. The shepherd's energies are not spent to make a reputation for
himself/herselfbut rather to supply the sheep with the finest grazing in the lushest
pasture, to store winter feed, to find clear water. Good shepherds spare no effort in
providing a shelter from the storm. They constantly watch for ruthless enemies, diseases,
and parasites to which sheep are so susceptible. From dawn to dusk, these good
shepherds selflessly dedicate their days to the welfare of their wooly followers. They do
not even rest during the night; they sleep with one eye and both ears open, ready to leap
and protect their own at the slightest sound of trouble (Youssef 35-36). In selecting
shepherds for our program, I believe we must examine the gift mix of those chosen.
Certainly mercy, hospitality, and helps are beneficial gifts. Good shepherds serve their
flocks and do so with joy. Macchia says "the healthy church identifies and develops
individuals whom God has called and given the gift of leadership and challenges them to
become servant-leaders (115)."
Finally, Brister speaks of the sonship motif (17). We are the children ofGod and
are a family called to bear one another's burdens (Gal. 6:2). This requires the whole
family. Older siblings watch over the younger ones. This understanding of family helps
us realize we all have the same Father, and we all are gifted by the same Spirit. Good
congregational care helps people feel safe as they seek to grow and leam.
Building and maintaining intimate community relationships in church are not
always easy tasks. Crabb and Jemigan wam that people enter our churches with built-in
barriers to genuine community. They have never experienced it, and they have been
taught to mistmst it. To them, community means uniformity, oppression, and control
(150). Yet this trend seems to be changing, people are renewing their search for more
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meaningful relationships. Healthy churches are committed to building kingdom
community relationships. We will never build a community ifwe allow people to remain
isolated spectators. Theymust become members of the family. The Church has the
opportunity to reach and assimilate vast numbers ofhurting and lonely people ifwe truly
become the family we are called to be (Hemphill 105).
In his dissertation, Philip Rogers cites four broad categories in which lay pastoral
care generally falls. He calls these: (1) community action model; (2) crisis intervention
model; (3) fellowship/small group model; and, (4) parish model (73).
The community action model meets certain needs in the community. One
example of this at Palmerdale United Methodist Church is the food pantry. Laity
administer the food pantry which feeds over fifty persons per month with little or no
assistance from the paid staff Lay persons pick up the food, bag it, and distribute it.
This program, however, has not directly affected our attendance or programming but is
still part of our overall program. A lay pastor is in charge of the broad area ofmissions,
and a lay minister has the more narrow focus of local missions.
The second model, crisis intervention, is intended to minister to those in crisis.
Our previous shepherding program followed this model to some degree. Contact was
predicated by a person's absence or by a call that revealed a problem. Our new program
makes contact a weekly experience. Crisis, while certainly responded to, is not what
precipitates the contact.
The third model, fellowship/small groups, is designed in most churches under the
leadership ofwhat is normally called a lay pastor. The cell group becomes a mini-church,
and the leader or lay pastor accepts pastoral responsibilities for the persons in the group.
We do not choose to follow this model, but we do have small groups. Again a lay pastor
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is over the broad area of discipleship with a lay minister whose sole responsibility is the
creation and care of small groups. This area falls under the ministry portion of the
program not the congregational care portion; however, these small groups create another
natural area of care within the body.
The last model, parish model, assumes responsibility for a select group of families
or persons. In this model a lay caregiver provides pastoral care, and it adequately
describes the care portion of our program. A shepherd in our case follows Steinbron's
P.A.C.E. formula and provides continuous care for four to five families (Lay 26). We
chose this model because we desired that care be continuous and ongoing. We did not
want care to be determined by crisis or one's presence in a small group. Our desire was
to "close the cracks" through which people fall.
Literature Review-Assimilation: Breaking into the Fellowship Circle
In Warren's now famous book. The Purpose Driven Church, he defines
assimilation as "the task ofmoving people from an awareness ofyour church to
attendance at your church to active membership in your church" (309). Saddleback
follows an assimilation plan which asks the following twelve questions:
1. What does God expect from members ofhis church?
2. What do we expect from our members right now?
3. What kind ofpeople already make up our congregation?
4. How will that change in the next five to ten years?
5. What do our members value?
6. What are new members' greatest needs?
7. What are our longtime members greatest needs?
8. How can we make membership more meaningful?
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9. How can we insure that members feel loved and cared for?
1 0. What do we owe our members?
1 1 . What resources or services could we offer our members?
12. How could we add value to what we already offer? (311).
Warren goes on to say that new members ask five questions of their own. "Do I
fit here?" This is a question of acceptance. This is why we chose to keep small groups as
a focus even though we provide care in a different way. People need to fit somewhere.
We need, as a church, to provide that opportunity. The second question: "Does anybody
want to know me?" This is a question about friendship. Warren says people are not
looking for a fiiendly church as much as they are looking for fiiends. People deserve
individual attention. We seek to provide this with our new program (312-313).
The third question is: "Am I needed?" This is a question about value. People
want to be needed. Ifpeople feel that they can make a difference with their gifts and
talents, theywill want to be involved. Fourthly they ask, "What is the advantage of
joining?" This is a question about benefits. We must offer something worth their time
and effort. Last of all they ask, "What is required ofmembers?" This is a question of
expectation. People have a right to know what is expected (Warren 312-313).
As Hunter reports, assimilation often takes place before conversion. This
understanding that the fellowship circle has to be larger than the membership circle is
essential for the generation we call busters (Hunter, Church166). We adhere to this
principle. People are placed on a shepherd's list long before they join. In fact, this care
has helped ease the process of assimilation.
Win and Charles Am share some excellent insights in this area in their book The
Master's Plan. They use the term incorporation instead of assimilation, but the issues are
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the same. They make five observations. First incorporation will not be automatic. This
will not necessarily happen without a plan. We had no plan at Palmerdale, thus the
attrition rate. Secondly the church is responsible for the new members' incorporation.
People join churches with high expectations, and the church must monitor persons to
make sure this happens especially during the first few months. Ifnew Christians drop out
of church, in most cases the church has failed in its responsibility. Third the people who
brought the new person carry the primary responsibility to help him/her become an active
member. When the new Christian sees familiar faces in this new environment and has
friends who help build new relationships with others, assimilation takes place much more
naturally. Fourth the new member's incorporation begins before membership. The Ams
agree with Hunter's findings. "The incorporation process actually starts long before the
person joins the church" (144).
Either the person has friends or family in the church, or he/she become connected
to a small group. He/she is assimilated before he/she join. Fifth incorporation must be a
high priority of the church. The Great Commission has not been fulfilled ifpeople
coming in the front door are exiting out the back door. The Ams state, "A commitment
of time, money, and people is necessary for a church to have an effective incorporation
strategy" (144-145).
Steinbron concurs in his second book entitled The Lay Driven Church. He talks
about an unequal balance between the Great Commission and the Great Charter. The
church seems to do a better job ofmaking disciples than caring for them. When the Great
Commission dominates the Great Charter, Steinbron says, "The back door of the church
will be nearly as busy as the fi-ont door" (71).
George Hunter, in To Spread the Power, acknowledges this paradigm. Some
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churches receive a lot ofpeople into the membership, but virtually as many as are
received become inactive. Hunter says analysis reveals that churches with an interest in
expansion growth but not internal growth fail to assimilate their new people, limiting
their ability to sustain growth (33). The cause, says Hunter, for the inactive member
problem is more often poor assimilation than any other factor (164).
Research Methods
A pretest-posttest survey will attempt to measure the effectiveness of the program
here at Palmerdale UMC. The survey as shown in Appendix C was mailed on 1 January
2000 to all active adult members and attendees. This qualitative method is useftil since
"the research is conducted in the natural setting and the meanings derived will be specific
to [this] setting and its conditions (Wiersma 12).
This approach is also referred to as qualitative evaluation or naturalistic inquiry.
It is naturalistic because the methods I use rely on observation, interviews, and other
means of field work (Herman, Morris, and Fitz-Gibbon, 21).
My goal is to find out how this program affected the attrition rate here at
Palmerdale UMC. Thus a reasonable procedure is to measure the effects by the use of a
pretest-posttest format. The method in appropriate procedure when a questionnaire can
be administered to a relatively small group ofpeople (Welkowitz, and Ewerr, Cohen 5).
Kev Principles
After reviewing all of the literature I have concluded that there are certain key
principles that must be considered for a program of this nature to be effective. First of all,
the congregation must affirm the biblical truth of layministry. The traditional separation
of laos and kleros must be abandoned and the reformation truth of the "Priesthood ofAll
Believers" must be accepted and put into practice. Exodus 1 8 and Acts 6 need to be the
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foundational truth on which we rely.
Secondly, the biblical truth of spiritual giftedness needs to be taught. Most
churchmen are not aware that God has given them gifts for ministry. These gifts are
given as "[God] determines" (1 Cor. 12:1 1). Our role is to discover our gifts and be
good stewards. To neglect these gifts is to ignore God's plan for our lives. We must help
persons develop and identify their gifts and open the door to ministry for all ofGod's
children.
This will entail a change of roles for the pastor. Pastors must go fi-om ministry
providers to ministry equippers. The biblical mandate is to "equip the saints for the work
of the ministry" (Eph. 4: 11-12). Even though it is easier to do it himself/herself, the
pastor must take the more difficult, yet more rewarding, road of equipping others and
multiplying the number of those providing ministry. We must follow the pattern of our
Lord's ministry ifwe are to reach the world for Christ.
This in tum will increase assimilation thus reducing attrition. By affirming the
role of laity in ministry and helping them discover their God- given gifts, we will create
an atmosphere of ownership. People will not have to be convinced to be part of "my"
ministry but will be excited to be part of the ministry entmsted to all of us by Christ.
Once persons realize that they are not simply being asked to support the pastor but are
being called to use their gifts to touch lives, theywill feel a sense of excitement
that will motivate them as never before. The key to assimilation is helping people
discover their ministry. The key to reducing attrition is good assimilation.
The fifth principle is quality care. If persons are not cared for there will not be
enough time to help them discover their gifts and get involved in ministry. Adequate care
takes a quantity of hours. If the pastor's role has been changed to equipper he/she will
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find it difficult, ifnot impossible, to provide the same level of care. Therefore, the way
care is given must be changed. The Exodus 1 8 and Acts 6 models must be adopted. Lay
leaders must be selected, based on their gifts, to provide care for the congregation. They
must be trained and legitimized in the eyes of the congregation. If the previous four steps
have not been implemented legitimacywill be difficult.
Finally, a system of accountability must be put into place. This provides the
pastor/equipper the tools needed to plan training, to solve problems, to offer support, and
to be aware of the needs within the congregation that he/she may be the only person
qualified to deal with. The pastorwill have to continue to provide some things such as
counseling.
Following these key principles Iwill discuss the implementation of the program
and seek to uncover the possible areas where further research needs to be done.
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CHAPTER 3
Restating the Problem
The goal of this study is to develop, implement and evaluate a lay ministry
program that provides congregational care. The care provided in this program is to be
continuous in nature as opposed to crisis driven. The care provided is intended to increase
the amount of care that congregants are receiving. The care provided is intended to
empower the congregation through daily prayer and to be a ministry opportunity for those
providing the care.
Expected Outcomes
My belief is that the following outcomes will be produced by the implementation
of this program..
Increased Assimilation
Assimilation should increase for the following reasons. First of all more care will
be received than in the past. Although we had a shepherding program in past years, that
program did not require weekly contacts. Contact was made only if the person was
absent from worship for three consecutive weeks. These weekly contacts should help
people get to know each other more quickly and more intimately. Hopefully this in-depth
relationship will develop not only between the shepherd and his/her "sheep," but also
among the shepherd, sheep, and acquaintances of the shepherd. This should happen
naturally. "Hey Joe, allow me to introduce Sally."
Secondly, assimilation should increase because someone will be praying for them
daily. As Hemphill says, "The most critical element of church growth is supernatural
empowering" by the Spirit ofGod. If this is true then "the ftiel for all growth is powerful
prayer" (61). At times I get so caught up in the methodology that I tend to forget that
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without the power of the Lord we can do nothing.
The third reason for increased assimilation should be involvement in ministry.
The shepherds themselves should become more deeply committed to the church by being
involved in hands-on ministry. People desire to be in the game not simply supporting and
cheering from the sidelines.
The fourth consideration is the freedom that the program should provide for the
paid staff Being freed of the daily responsibility of checking on the sheep will allow the
staff to mentor, equip, and train individuals for ministry. This ability to develop disciples
and not simply add church members will pay off in numerous ways.
The fifth benefit will be that the sheep will be discipled more quickly. Obviously
people are being discipled now or we would not have thirty shepherds. But the time
needed to disciple people should be reduced dramatically. I do not believe discipleship is
a "drive through event." But the awful reality has been that discipleship was taking place
only when we had time. But if too many sheep were lost, then the ones still in the fold
simply had to wait until we could get back. The Scripture does say that the "good
shepherd" leaves the ninety-nine to search for the one. Now a search party can be sent
out, and the shepherd can stay and feed the sheep!
Last of all, assimilation should increase because the sheep will become shepherds
at a faster pace. Spiritual gifts and passions can be identified, and the call to ministry can
be heard. When someone visits our church, they see the words "Palmerdale United
Methodist Church where every member is a minister." We are a high expectation church,
and this program should enable the paid staff to do what they have been gifted to do-
equip the saints for ministry.
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Decreased Attrition
When assimilation increases, attrition decreases. The reasons are simple. When
people find fiilfillment, they seldom desire to seek elsewhere. Finding a ministry that
matters is a fiilfilling endeavor. To see and experience someone change for good drives
all ofus to make a difference in this world.
Secondly, finding our ministry gives us ownership. The ministry does not belong
to Brother So-and-So any longer, it belongs to the church. We are a part of something
bigger than any one person but small enough that we can make a difference. When
people catch a vision fi-om God and make it their vision great things happen.
Finally people have difficulty leaving one's friends. Assimilation is not simply
about being a friendly church, but about helping people find fiiends at church. Once
close relationships have been established, people seldom leave outside ofjob relocations
and health issues.
Operationalized Research Questions
1. What is the current state of care within our church?
2. What changes will occur in the level of lay equipping and care
after this program was implemented?
3. What other factors or elements influenced the changes?
In trying to determine the current state of care in our church we designed a
questionnaire that was mailed to every full member and regular adult attender (See
Appendix C). The same questionnaire will be mailed after ten months.
Some of the questions for which I sought answers were:
1 . Will the lay shepherding program provide the paid staff the needed time to
disciple persons and help them discover their spiritual gifts?
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This question actually has a couple of key issues tied to it. For example, will the
congregation accept visits from lay shepherds and "count" them as legitimate care
received from the church? If the answer is yes, then the program could indeed free up
paid staff to spend more time training, equipping, and mentoring people to be disciples of
Christ! If the answer is no, then the program may indeed provide "more care" in
that persons receive more contacts, but may not free up paid staff for discipleship
purposes.
2. Will the time it takes to administer the program (i.e., read the reports, make
sure shepherds are fulfilling their task, helping to solve problems that arise, and
motivating shepherds) counteract the time saved? If the increase in administration is of
such an extent that the hours put in are only redirected, then again discipleship will not
take place. Yet even if the answer is yes, and the hours of administration are increased, it
is still possible that assimilation may be increased. This will be true due to extra contact
hours with individuals.
3. In a mainline, traditional denomination (United Methodist) can a pastor change
roles without consequences being greater than the benefits? If defections occur will the
long-term effect be of greater benefit to the church? The long-term benefit can be
measured by such things as worship attendance, Sunday school attendance, the numbers
ofpeople who go into full-time ministry, the number ofnew converts won to Christ, the
number ofpeople actively involved in ministry, and the sense of fulfillment derived from
being in ministry.
Only the last one is difficult to measure with numbers, others will be simply a
matter of comparing numbers. This is one of the areas the second surveywill expand to
include.
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4. Will an emphasis on the discovery of spiritual gifts reduce the attrition rate?
Finding out ifpersons in a mainline denomination will be willing to take a
Spiritual gifts survey and if the administrative structure of the church can be adapted to
use these as a way of filling offices and creating ministrywill be interesting. In the
United Methodist Church, this will take a radical change in how nominations are done. If
a significant portion of the congregation refuses to take the survey, then this tool will be
rendered useless.
5. Can small groups co-exist with Steinbron's P.A.C.E. Shepherding program and
Warren's purpose driven strategy?
Whether this is possible or not is unclear to me at this point. Perhaps the best
question is whether or not to implement these together is wise. To discover this answer
will be valuable to future layministry models.
Population and Sample Boundaries
The population is all active full members of Palmerdale United Methodist Church.
In the United Methodist Church, the term "full member" refers to all persons who have
made a personal confession of their faith. Baptized infants and children who have not yet
been confirmed and/or made a confession of faith on their own were not
surveyed. This makes the samples taken by definition "dependent samples." Two
samples of data are dependent when each score in one sample is paired with a specific
score in the other sample. Dependent samples can occur in two ways. Here the group
will be measured twice in a pretest/posttest situation. The two scores from the same
individual will then be the dependent scores. In this situation the subject acts as his or her
own control (Hinkle, Wiersma, and Jurs, 251).
This method was decided upon because control would be easier to manage. If a
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sample group had been taken from other United Methodist churches of approximately the
same size and geographic location and then compared to the results here at Palmerdale, it
would be almost impossible to factor in all the variables that could have caused the
results to be what they are. My goal is to know what will happen in a given population,
i.e., full members at Palmerdale United Methodist Church. Thus a reasonable procedure
is to measure a relatively small group ofpeople where a questionnaire can be
administered (Welkowitz, Ewerr, and Cohen 5).
Instrumentation
I designed the instruments used in this study. The pretest/posttest design uses a
Likert scale to measure the attitude of those surveyed in the areas of congregational care,
the ability to discover and use spiritual gifts in ministry, the opportunity to grow in faith,
and the example of those in leadership here at Palmerdale UMC (see Appendix C).
I also interviewed the shepherds at the end of the measuring period. The
questions asked (see Appendix D) were intended to solicit from the shepherds themselves
their perceived strengths and weaknesses of the program.
The statements designed in the pretest/posttest to discover the level of
congregational care include the following:
1 . Someone in my church family prays for me regularly.
2. 1 am disappointed at times in the concern shown for others here
at our church
3. 1 have weekly contact with at least one person from the church.
These and other statements answered on a Likert scale that goes from strongly
agree to strongly disagree are intended to measure the attitude of the congregation in the
area of care.
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Similar statements looking at the ability to discover spiritual gifts and use them in
ministry are included. Examples of these are:
1 . Since attending here I have discovered my spiritual gifts for ministry.
2. Our church provides many opportunities to be involved in serving.
3. I have been fi-ustrated because I have been asked to do tasks I did not feel
equipped or gifted to do.
These questions will help us measure the level we have achieved in providing the
tools and opportunities for ministry. They will also help us discover a person's ability to
find and use their spiritual gifts.
The following statements were intended to help us discern the congregation's
perception of growth opportunities:
1 . The church offers resources and services that enhance growth and spiritual
maturity.
2. When I am asked to serve, appropriate training is offered beforehand.
3. I am learning how to share my Christian faith with others.
These and other statements seek to discover the perceptions within the
congregation concerning the opportunity to grow in one's faith. The importance for us to
know ifwe are providing the tools necessary to help people grow in their faith so they can
serve as ministers for Christ Jesus is great.
Finally statements were designed to elicit the congregation's perceptions of the
present leadership. Have we raised the bar of leadership to the level necessary to see this
type ofministry take place?
The statements in this area include the following:
1 . The example ofother Christians at our church encourages me.
Scott 67
2. When I need to talk with someone, the staff, lay pastor, or someone in the
congregation is available.
All persons are welcome into the fellowship here at Palmerdale.
For assimilation to be high and attrition to be low, the leadership must be open to
receiving persons of all backgrounds. We must walk the walk and talk the talk. If
persons feel welcomed and then experience dedicated believers seeking to live up to the
vows of our church, then theywill desire to be part of this high expectation church that
seeks to make a difference in the world for Christ!
Reliabilitv and Validity
To try to address the reliability and validity of the pretest and posttest format a
field test was conducted with ten persons I selected. These persons were selected based
upon gender, five males and five females; age, one person in his/her twenties, three in
his/her thirties, one in his/her forties, two in his/her fifties, one in his/her sixties, and two
in his/her seventies. The time these persons had been members was also considered.
Five have been members less than ten years and five more than ten years. The last
consideration was involvement in ministry-these persons all had some involvement in
leadership.
A letter was mailed to each of these persons (see Appendix E). Each of these
persons reviewed the prospective questions that were to be mailed to our congregation.
Some of the questions were re-worded based upon the fact that committee members
found them difficult to understand. Some questions were deleted based upon these
comments.
They also brought new questions that they felt should be included. I found that
the level of involvement in certain ministry areas gave some greater insight. The mix of
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age and membership length were valuable.
I gained insight on how to answer questions that came later after the survey had
been mailed. Most of these questions were asked by the field test group during this
meeting. This process provided an element of "face validity" to the evaluation.
Data Collection Procedures
A letter was mailed to all active members and attenders (see Appendix F). This
letter explained the program and asked for their "truthftil" opinion. The letter also
explained that a posttest would follow in ten months. The surveys were mailed out, and
announcements were made from the pulpit and via bulletins and newsletters requesting
their prompt return. Approximately two hundred surveys were mailed. We received
ninety surveys back. A posttest will be administered at the end of the measuring process.
The responses will be compared to each other and significant differences noted. In
addition to the surveys interviews with shepherds, attendance records and the number of
persons involved in ministrywill be considered.
Variables Defined
Two identifiable independent variables are the lay ministry program and the
congregational care program described in this paper. The dependent variable is the
reduction of attrition.
Other church programs will also be reviewed and interviews conducted. The
church here at Palmerdale is experiencing tremendous growth. The layministry program
is one of the factors involved in this growth. Determining the other causes will be
beneficial to fliture planning.
Data Analysis Methods
The approach used in this project is called qualitative evaluation or
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naturalistic inquiry. The project is naturalistic because the methods of gathering data rely
on observation, interviews, case studies, and other means of fieldwork, as well as pretest
and posttest; therefore, the conclusions drawn will be somewhat limited to the conditions
in which they were administered. However further research could determine broader
usefulness. My purpose is to determine if the implementation of this program in this
setting has accomplished its goals. Those goals in this case are the experience of greater
care and the increased opportunity to be involved in ministry. Secondly, I desire to
determine if these met goals increase assimilation and decrease attrition. A T-test will
measure the results.
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CHAPTER 4
Restating the Purpose of the Study
The purpose of this project was to develop a lay congregational care program that
would provide day to day care for the families at Palmerdale United Methodist Church. It
was hypothesized that this program would free up the paid staff and give them the
additional time needed to equip the laity to be in ministry. The following paragraphs seek
to reveal the results of the pretest-posttest survey.
Findings of the Studv
After reviewing the pretest and posttest results as a whole, I found no statistically
significant difference between the two groups and the difference found, statistically
speaking, was due to chance (see Appendix H). The Z difference test score was .33. This
score is not large enough to render a statistically significant difference between the two
groups. This is based upon anNl (pretest) score of42.5 and an N2 (posttest) score of
41.13. The standard deviation ofNl was 1 1.14. The standard deviation ofN2 was 15.06
(see Appendix I).
Table 1
Pre/Posttest Survev Scores
The fact that no statistically significant difference was found overall did not
preclude me from discovering facts that I held to be significant to the ministry here at
Palmerdale United Methodist Church. I will seek to look within the numbers to uncover
some of the most significant findings. The pretest and posttest results were calculated
from those who returned both surveys. These included forty-two persons, but some
scores were based upon as few as thirty-five responses due to certain individuals leaving
some questions blank.
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Scores are tied to a five point Likert scale. Such a scale allows for varying grades
of intensity in one's answer. The scale I chose values the answers as follows: 1=
strongly agree, 2 - agree, 3 = uncertain, 4 = disagree, and 5 = strongly disagree. When
calculating scores I have reversed the negative questions' scores to make them consistent
with the positive questions. The averages were derived by taking the total scores of a
question and dividing them by the total number of those who answered.
Change Scores or Pre-posttest Survey
Survev Question Pretest Posttest Change
A. Prays 1.90 1.95 .05
B. Available 1.62 1.64 .02
C. Friendships 1.90 1.81 .09
D. Example 1.52 1.48 .04
E. Isolated 2.12 1.95 .17
F. Cares about me 1.71 1.74 .03
G. Contact 1.93 2.12 .19
H. Weeks 1.69 1.79 .10
I. Concern 2.12 1.91 .21
J. Know Christ 1.33 1.33 .00
K. Spiritual Gifts 1.97 2.23 .26
L. Share Faith 1.98 1.90 .08
M. All Welcome 1.60 1.58 .02
N. Worship 1.32 1.27 .05
0. Reaching Out 1.74 1.88 .14
P. Felt Welcome 1.62 1.65 .03
Q. Opportunities 1.28 1.30 .02
R. Call ofGod 1.89 2.30 .41
S. Serving others 1.54 1.70 .16
T. Small Groups 1.58 1.48 .10
U. Resources 1.65 1.48 .14
V. Frustration 2.00 1.89 .11
W. Training 2.30 3.00 .70
X. Morale 2.30 1.93 .10
TOTAL 42.34 43.34 Total Change
AVERAGE 1.76 1.80 .04
Research Questions
The three research questions upon which this study was based were explored in
detail. This will require breaking them down into sections. In an earlier section of this
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paper, I stated the particular questions that addressed certain areas. In every instance the
total of these questions revealed no meaningful difference from pretest to posttest. Yet
when looked at individually important conclusions can be ascertained.
The first research question explored the current state of care within our church.
How did and how do people experience the care they receive here at Palmerdale UMC?
This question is important for two reasons. First of all if care was good before the
program began and it then decreased, I would know that lay congregational caregiving
was either poor in quality or it was not being accepted as legitimate by the congregants.
Secondly if care was not good before the program, it would reveal a truth that needs to be
corrected by some method or program.
The survey revealed that the congregants were pleased with the overall care they
were receiving. In the area ofprayer, they believed someone was praying for them on a
regular basis. The pretest score of 1.90 as well as the posttest score of 1.95 falls between
the strongly agree and agree categories. This was an area also identified by our shepherd
caregivers. During the interviews conducted after the posttest, one shepherd told me that
"obligating myself to pray daily for others has deeply enriched my prayer life." Another
stated that praying daily for her sheep had been the most rewarding part of the program
for her. A third shared, with tears in her eyes, that she had had one ofher sheep make a
special effort to find her at church and hug her in appreciation for her daily prayers for her
family. The ability to say to the congregation that someone has committed to pray for you
and your family, by name, every day has been a powerful experience!
The second issue explored in the area of care was how each person perceived
others to be cared for. This question was put to them in a negative mode. The question
read, "I am disappointed at times in the concern shown for others here at our church." In
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the pretest survey the average answer was shghtly below disagree in response to this
statement (3.88). The posttest score was slightly above disagree (4.09). This represented
a change of .21 in score, which is meaningful. The program obviously led people to
believe that others were being cared for in a deeper way. I do not know if this perception
was due to conversation between persons or the perception gained through the promotion
of this program.
Finally in the area of care the congregants responded to the statement, "I have
weekly contact with at least one person from the church." This was an area of
disappointment in that the pretest score of 1.93, which is very good, fell by .19 to an
average score of 2. 12 during the posttest period. Upon review of shepherd contacts made
during the testing period the reason for this decline became clear. Only 42 percent
of our shepherds reported on a weekly basis. Although many said they were "keeping up
with their work" when they were contacted, my feeling is the shepherds could easily let
work slide if reporting gets sloppy. The interviews revealed that two-thirds of the
shepherds had trouble reporting on time. In fact, they described this as the most
frustrating part of their experience. When asked for suggestions, the following responses
were given: "don't make reports mandatory;" "let us make reports once a month unless
needed;" "we should have to report only if there is a problem;" "let us report on a need to
know basis."
Several others reported they felt as if they were being nosey or intrusive. One said
he felt as if he were being a nuisance. These statements suggest that I may have failed in
some instances in helping people to understand the full purpose of the program. This
program was not to be a crisis-oriented program but care-oriented. We were not just
checking on people because something was wrong; we were checking in because we care.
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I also believe that some of these attitudes were due to "difficult" sheep that the shepherds
felt uncomfortable contacting.
Overall the findings in the care category reflect findings in general. No
meaningful difference was found. A difference of .03 between pretest and posttest
certainly falls in the chance category.
The conclusions drawn firom this area are that our people feel good about the fact
that they and their families are being prayed for regularly. They believe that our church
cares for them and that we are concerned about their lives. Practically speaking, some of
them know they are not being contacted every week. Yet since the other categories did
not reflect disappointment, perhaps this is not a problem or concern. Yet my opinion is
the contact portion of the program needs further review.
The second research question asked what changes will occur in the level of lay
equipping and care after this program has been implemented. One of the areas I explored
in order to find the answer to the above question was one's ability to discover and use
his/her spiritual gifts in ministry. The very purpose of this project was to develop a
program for lay congregational care that would provide the ability and time needed to
help persons discover their ministry. The question is, "Did the shepherding program
allow the paid staff the additional time needed to help persons discover their gifts and use
them in ministry?"
The survey again revealed a mixed bag of answers. Do we provide opportunities
to be in ministry? The answer was a very strong "yes" in both the pretest and posttest
(1 .28-1 .30). This indicates that the opportunities are present. They also feel they are
being equipped. They responded to the statement, "I have been fi-ustrated because I have
been asked to do tasks I did not feel equipped or gifted to do" in the negative (4.0 pretest-
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4. 1 1 posttest). Yet the level ofgift discovery, while good, declined by .25 during the
testing period. This indicates that opportunities for ministry and equipping laity for these
tasks improved while helping persons discover their gifts took a step backward. Yet
again, over all in this category no meaningful difference was found (.16). They felt very
good about the resources and services that were being provided. They felt these resources
enhanced their growth and helped them move forward in their spiritual lives. This score
was strong in the pretest 1 .65 and that feeling grew during the testing period (1.51). They
also thought they were learning to share their faith. A pretest score of 1.98 moved to a
score of 1 .90 during the posttest period expressing even a stronger agreement that this
was true. They were less sure, however, about the appropriateness of the training that
was being offered. A pretest score of2.30 which falls more toward the fact that they
agree appropriate training is being offered than a score of 3.0 which would indicate they
were uncertain, fell to 2.41 during the testing period. These numbers seem to indicate
that opportunities forministry were being offered and equipping was also taking place at
a high rate of efficiency, yet the ability for individuals to find their gifts and secure
appropriate training to help them accomplish specific tasks, while good, needs
improvement. Overall in the area ofpersonal growth opportunities, a better feeling was
felt after the program (.11) than before.
A final concern in this area was the perception of leadership. Will people allow
the care responsibilities to shift from primarily paid staff to laity? As stated earlier in this
paper, Arnold Come concludes that a small minority who respond and amajority who
believe the pastor should be the caregiver. So the question, "Can a pastor change roles
without the consequences being greater than the benefits derived?" needs to be explored.
Also the question, "Have we raised the bar of leadership to the level necessary to see this
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type ofministry take place?" needs to be answered.
The answer to the first question was an encouraging one. The people felt the staff
was available but that someone in lay ministry was also there to meet their needs. Very
low numbers were reported (1.62 pretest to 1.64 posttest) with little difference after the
program was put into place. This indicates that the congregation did not experience a
meaningful difference in the level of care received. The fact that the pretest score was
1.62 made for a challenging task. These scores cause me to believe that the idea that
every member is a minister has become part of the belief system ofour people. The care
received from lay shepherds was received as legitimate and from God. This also speaks
to the second question. The bar of leadership has been raised to the level necessary for
this type ofministry to take place. Our shepherds see themselves as ministers of Jesus
Christ by the grace ofGod. They are willing to take the title ofminister and believe they
are indeed incarnations of Jesus' presence.
The third research question simply asked, "What other factors or elements
influenced the changes?" Before I attempt to answer this question I need to report
perhaps the most significant outcome of the project. The goal of this project was to
decrease attrition through the development of a lay congregational care program. So far I
have been sharing the congregation's perception of the care program as revealed by the
pretest and posttest results. These results indicate that overall they experienced the same
level of care as they did when that care was primarily being given by clergy staff Did
this program enable the staff to equip and mentor laity into active ministry? Did this
reduce attrition? The answer is a definite "Yes" and perhaps an overwhelming "Yes!"
Allow me to explain. Using "Servant Keeper" attendance tracking program, I know that
the attrition rate in 1999, the year prior to the installation of this program, was slightly
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over 10 percent. Slightly more than ten percent ofpersons active in 1998 became inactive
in 1999. The rate in 2000 was 3.3 percent. That is a 67 percent decrease in the attrition
rate! I also know that in the first nine years ofmyministry here at Palmerdale, 34 percent
of those who joined while I was pastor (June 1990 to June 1999) were no longer active
when I began to write this dissertation. I realize this does not reflect the same criteria, so
it is not statistically significant. Yet without question the attrition rate did significantly
drop. The reactivation rate, i.e., those who were not active in their attendance becoming
active, was over 1 1 percent. This means not only did we drastically cut the number of
those who were leaving, but we reclaimed some who had left. In addition we gained
eighty-five new active attenders. These were people who had not attended at all before
the testing period.
Were all of these positive results due to the lay congregational care program? In
attempting to answer this question I would like to share some of the other programs
taking place at Palmerdale.
Qualitative Data
I interviewed the shepherds involved in the day to day care of our congregation.
Seven questions were posed to each shepherd. These questions, found in Appendix D,
were designed to gain insight from those actually providing the care.
Over 50 percent of those questioned (14 of 27) stated that the most rewarding
experience they had was "getting to know their sheep" in a more personal way. This
personal knowledge ofpeople who were previously acquaintances at best, helped us to
more quickly assimilate persons into the life of the church. Approximately 20 percent of
the shepherds stated that the appreciation shown them was very rewarding. Ten percent
said the most rewarding aspect was the enhancement of their own prayer life.
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The most frustrating aspect was deahng with difficult sheep. Approximately one-
third of the shepherds said that they felt they were imposing upon people at times. One-
fourth of the shepherds said they were fi-ustrated by being unable to contact some people.
Another 25 percent said the time it took to do the reports was frustrating.
We also wanted to know if our shepherds would continue in the role that they
were in for another year if asked. Almost 80 percent said that they would. Fifteen
percent said they were unsure due to time restraints. The other 5 percent said they lacked
the dedication required to be successfiil in this program. They all said the expectations
were clearly laid out. The actual experience, however, was more demanding than some
had anticipated.
When asked what they would change, if anything, about the program, 60 percent
said they would require reports less frequently. The frequency varies fi-om once a month
to "as needed." We are reviewing this aspect of the program.
Finally when asked if they thought the program should continue, they
unanimously said yes. They all felt it had greatly added to the ability of the church to
assimilate people into the life of the church more quickly and more effectively. They also
feh the opportunity to be in ministry had enhanced their Christian life.
Other Factors: New Ministries
1 . Contemporary Worship: Eight months prior to the beginning of the testing
period, a new worship service was added. The early service (8:30) is contemporary in
nature. It is a casual dress, eat a donut, clap your hands type of setting. It began in April
1999 with sixty-four persons attending. It has grown to an average of 153. Did this
service reduce attrition or reactivate dropouts? The answer is yes. I know for a certainty
that some members are back specifically because of this service. I also suspect that
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others' attendance has increased in regularity because of this service. I can also say that
the majority of the growth of this service has taken place since the testing period began.
A service that averaged seventy-six the last quarter of 1999 averaged 154 the last quarter
of2000. This is due, in my opinion, to the staffhaving more time and energy to put into
the improvement of this service.
2. New Women's Ministry: Another factor could possibly be a new
women's ministry called "Celebration." This ministry sprang to life in March 2000.
Within a couple ofmonths over one hundred women were gathering to praise God in a
Friday night bi-monthly meeting. Again I need to point out that this totally lay-led
ministry was bom out of one person finding her passion and putting that passion into
operation. Was the emphasis on discovering one's spiritual gifts and the permission
granted forministry to begin at any level a factor? I think so.
3. Mass Mailing: A third factor in growth was a mailer sent to over ten thousand
homes last January. Before this mailer went out, our church had only had over three
hundred in worship three times in the previous six months. After the mailer went out, the
church topped the three hundred mark forty-two of the next forty-nine Sundays, with four
hundred plus in attendance reached twice and five hundred plus in attendance reached
twice. Did this have something to do with eighty-five new active attenders? I assume it
did. Did the atmosphere that these new persons found cause them to stay? I pray so. I
believe an atmosphere that promotes layministry and encourages people to seek God's
calling, telling them that everymember is a minister and all people are cared for, had a
huge impact on our church
4. Additional Staff: Another factor to consider is that during this testing period
we added a staffmember. A half-time church administrator has definitely freed me up to
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do more visioning, worship plamiing, and seeking the Lord. Has this helped? I can say
without question, "Yes." But again without the emphasis on lay ministry and the need for
the staffs primary role to be that of enablers, would the Pastor Parish Relations
Committee have approved this request? Would they have said that this has always been
the pastor's role? I cannot offer statistical proof, but every fiber ofmy being says they
would not have done this just a few years ago. I believe what they were experiencing
caused them to approve whatever was needed to equip the pastors to enable people for
ministry.
5. New Children's Sunday School Program: A final consideration was the
addition of a new children's Sunday school program. In September of this year we began
what is called W.O.R.M. (Workshop Rotation Method Armstrong and MacQueen 12). In
this program rooms are designed for different workshops. A nature room, a craft room, a
music room, a video room, and so on are set up. These change each month according to
the emphasis of the lesson. Children rotate from one to the other throughout the month as
a single lesson is emphasized in a different way throughout the month. Our Sunday
school program had, for the first time ever, a greater percentage growth than did our
worship attendance. Did this reduce attrition? Well it certainly involved a great number
ofpeople in ministry. Again this program is totally lay led.
Summary
Conclusion: The truth is that in ministry everything is connected. If children's
programs flourish, they also bring in the parents. If a new worship service brings in new
persons, they are available to be brought in to the Sunday school program. If amailer
causes someone to visit, they experience worship. If a women's ministry encourages a
woman to start a devotional time, she grows in her faith and commitment. The
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hypothesis that undergirded this project was that if care could be provided in a non-
traditional way, by laity instead of paid staff, then the role of the clergy could go back to
the biblical mandate. This biblical mandate is to equip the saints for ministry. If this
could happen, new ministries would spring up in the hearts of devout lay persons. These
ministries, supported by resources, training, and the vision to allow these dreams to occur,
would change lives and win persons to Christ. I believe this is exactly what has appened!
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CHAPTER 5
Restating the Purpose
The pretest/posttest resuks produced no overall statistically significant findings.
The main goal of this project was to change the method of caregiving in such a way that
paid staffwere fi-eed to equip, train, and mentor the laity. This was to be done so that lay
persons could discover their spiritual gifts and become involved in meaningful ministry.
The idea was that ifpaid staff, primarily clergy persons, were spending huge amounts of
their time providing chaplain type care, they would not be able to enable others through
training to become ministers. The results were hypothesized to be multi-faceted. First, I
assumed that congregants would receive quality care even though this care would be
administered in a different manner than they had previously experienced. In fact, I
hypothesized that they would actually receive a greater amount of care. This was thought
to be true because more persons would be directly involved in caregiving. Secondly, paid
staff persons would change their roles and become equippers and mentors. They would
be coaches instead ofplayers. They would raise up leaders that would do the ministry
they once did. This in tum would boost morale and create a sense of ownership. Those
who were once fans, would become players, and observers would become participants.
This would increase assimilation especially in the area ofministry and service. This in
tum would reduce attrition.
Summarizing the Findings
The method of care was indeed changed. The role of the pastor(s) changed from
primary care-giviers to what I would describe as specialty care-givers. The paid staff still
coimseled the broken and made some hospital visits. The majority of "normal" contacts,
however, were handled by the thirty-four shepherds. As Jethro explained to Moses, the
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people will be more satisfied and you can go home some. As it turned out the people
were as satisfied and I did get to be at home more. The difficult situations often were
passed up to myself and my associate, but additional time to do other things was indeed
gained.
This type was important for the health of our church as a whole. Our clergy staff
was spending too much time doing ministry that others in the congregation were gifted to
do. This prohibited the pastor from flilly utilizing the gifts that only he or she had. It also
denied others from being able to use their God-given gifts. Moses was better off
physically because he was less fatigued. He was better offministerially because he
focused on less things instead of trying to do everything. The people received more care
because there were more care givers. The people had to wait less time and received more
individual attention. Frustration levels dropped, and because more people were giving
care, each of the caregivers had fewer people for whom to care. This principle enabled
our church to equip the laity and fully utilize the gifts of the pastor and the people without
placing an unbearable burden on anyone.
Opportunities to Grow in the Faith
The pretest/posttest results reveal that people did indeed feel that "the church
offers resources and services that enhance growth and spiritual maturity." A posttest
score of 1 .51 placed their answer halfway between sfrongly agree and agree and actually
raised their satisfaction level by .14 points during the testing period. By taking away the
day to day care responsibihties we were able to offer more seminars, Bible studies, and
training events than we had been able to offer in the past. I was also able to spend more
"one on one" time with leaders. I had more time to work on sermons, to plan and teach
new Bible studies, and to mentormy staff We added a training segment to each staff
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meeting. We also put additional money in the budget to train laity encouraging them to
attend seminars and training events. In my opinion, people felt that they had grown in
their faith because they had more opportunities to choose from.
Equipping the Saints
The survey revealed that our people were satisfied with the level of equipping
they received. This level of satisfaction was . 1 1 higher than the pretest. Yet they seemed
to question whether the training was always "appropriate" and perhaps if it was timely.
While their answer fell within the "agree" range when asked to respond to the statement,
"when I am asked to serve appropriate training is offered beforehand" 2.30, it fell .1 1 to
2.41 at the end of the testing period. My assumption is that our congregation feels good
about the fact that resources are offered. They are not frustrated that they are being asked
to do tasks for which they are not gifted. Yet they are less certain about the
appropriateness of the training being given. This uncertainty leads me to believe that
staff training in the area of equipping cannot be overlooked. You can free up your staff to
mentor and equip the laity, but if their training has been to do ministry and not to enable
others to do ministry then results may be less than desired. Moses had to let go before
others could take hold. One of the truths I have learned is that along with the
implementation of a layministry program that helps with congregational care must be an
emphasis on continuing education for staff, that teaches how to equip and mentor.
Delegation is not always easy, natural, or something we desire to do.
Spiritual Gift Discovery
Equipping and training is done for the purpose ofpreparing persons for ministry.
One of the elements needed is to help an individual discover his/her spiritual gifts. I was
extremely disappointed in this area. A full quarter of a point difference was found in the
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pretest/posttest scores (1.97-2.23). While both answers fall in the "agree" category, the
posttest shows persons being less sure "they are discovering their spiritual gifts." Miller
states that churches must offer a wide variety of classes and seminars, which help people
develop and identify their own ministry (152). We need to concentrate in this area.
Spiritual gift discoverymust come before equipping. We cannot equip people to do
ministry for which they have no giftedness. Perhaps this goes back to the appropriateness
of the training offered. Maybe we are not always offering the right training to the right
people. We must spend more time "up front" helping people discover their spiritual gifts
before we help them select the zirea in which they feel led to minister. Training needs to
be timely and appropriate.
Because of this discovery, we have moved spiritual gift assessment to the front of
our membership training process. One of the first things we do is attempt to help persons
find their giftedness. This information is used in selection of the type of training and
equipping that this person may find usefiil. We have also added a staffperson who helps
others interpret the findings. She also helps them identify existing ministries in which
their gifts may be usefiil. She then explores the possibilities of new ministries that their
gift mix could bring to the Body of Christ. This type of continuing spiritual conversation
helps to save time, which is our most precious resource. Time spent up front can save
enormous amounts of time, money, and resources down the road. Perhaps most of all, it
reduces the finstration of being involved in a ministry in which they were never gifted.
One might conclude that hiring a staff person in this area is a sign that the
program failed. This idea was to allow staff to equip, mentor, and train laity with the
time made available through lay congregational care. I would argue that spiritual gift
discovery and equipping persons forministiy based upon that discovery are two different
Scott 86
tasks. This program has taught us that the one certainly needs to be done before the other.
Congregational Care
I sought to answer two questions in the area of care. First of all, was the care that
congregants received of equal or greater quality as the care formally given to them by
paid staff? Secondly, did they accept this care as having legitimacy? Both these
questions are important to ask. If the quality was poor, the second question becomes
irrelevant.
According to the survey, the congregation experienced the care to be of the same
quality they had been receiving. Theymore than agreed that someone cared enough for
them to pray for them regularly. Their opinion about the care of others increased during
the testing period by . 13 points, and they agreed that they were being contacted regularly.
Overall the care they perceived they were receiving was almost identical in both the
pretest and posttest with only .03 points difference. My conclusion is that the
congregation is more than satisfied with the care they received this past year. The results
did not exhibit the fear that in a mainline church this type ministry would not be accepted.
My conclusion, therefore, is that the care given by the shepherds was at the very least
sufficient to accomplish the other related goals.
This is freeing news formainline churches. Now we can tum our attention to the
important task of "equipping the saints" without having to compromise on caregiving
issues. We do not have to choose between being a good pastor and being a good leader.
A good pastor equips the saints to care for each other and leads them in the discovery of
their fullest potential for God's kingdom.
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Interconnectedness
One of the things I have learned conducting this study is the interconnectedness of
the various elements in this project. I have failed in the past to reduce attrition because I
did not have all of the pieces of the puzzle at the same time. My best sense ofwhat
reduced attrition here at Palmerdale is diagramed below.
FIGURES
SIX STEPS TO REDUCING ATTRITION
A biblical understanding of layministry
+
A congregational care system
+
Changing the role of the pastor to enabler
+
Helping lay persons discover their spiritual gifts
+
Providing training for the laity
High assimilation and low attrition
Review ofKev Principles
The first step is convincing the congregation that lay ministry is biblically true.
Ministry is not to be done by clergy and received by laity. We are all ministers in Christ
Jesus! Pastors often make the mistake of skipping this important first step. The vision
must be cast over a period of time, especially in an established mainline church. People
have to believe this truth before theywill live out its principles. My best advise is, DO
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NOT SKIP THIS STEP! Spend a year preaching at least once a quarter on lay ministry.
Exodus 18, Acts 6, and Ephesians 4 provide great starting points.
Once this truth has been accepted the church must agree to free the pastor to equip
the saints. To do this, an alternative method of care must be developed. We chose a
modification ofMelvin Steinbron's P.A.C.E. program as previously documented in this
paper. I am sure there are various programs that would work. The point is quality care
must be provided or people will no be around long enough to disciple them. Discipleship
is not instantaneous. It takes time. Jesus spent three years with his disciples. A
congregational care system gives the pastor the time needed to disciple the congregation.
With this system in place the role of the pastor becomes that of an enabler, mentor
and training leader. He/she no longer checks on every need but saves himself/herself for
the needs that only specialized training provides, i.e, counseling, funerals, weddings, etc.
With this increased time the pastor can plan growth opportunities, increase the quality of
worship, train lay leaders, equip the staff and spend time hearing and receiving a vision
from God. Without the lay support in the care ministry this new role of the pastorwill be
difficult, ifnot impossible to achieve.
The next step is crucial for success! Helping lay persons discover their spiritual
gifts cannot be overlooked. This biblical principle has been set aside in mainline
churches and we have suffered because of it. Ifour people are to be in ministry, for the
kingdom's sake, lets help them be in the ministry for which God gifted them! Spiritual
gift surveys and assessment tools are one means of accomphshing this task.
After the role of the pastor changes and the gifts of the laity are identified,
opportunities must be made available. Talk is cheap. Laity must be given the
opportunity to be in real ministry. They must be set free to make a difference in people's
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lives and to share the good news ofGod's grace. Ifwe equip them, identify their gifts,
and then relegate them to insignificant tasks, we defeat our purpose. They are real
ministers. We must treat them as such.
They will need training. Ifwe send them out unprepared theywill become
discouraged. This is where increased time for the staff is priceless. We can spend time
with gifted lay persons. They can watch us. We can watch them. They can finally go out
on their own.
When lay persons see God touch lives they become "addicted" by the wonderful
presence ofGod's spirit. No they are not drunk with wine but filled to overflowing by
God's ability to put marriages back together and heal broken hearts. Assimilation will be
natural and attrition will virtually non-existent. Why? Because the ministry will belong
to them and they will belong to God.
Getting New Persons on Board
As stated earlier we decided to add a full time "discipleship coordinator" to our
staff Cam Price, who was one of lay pastors, was added to our paid staff This happened
after the testing period ended. Our congregation felt so good about the opportunities for
ministry that they wanted every new member to get off to a good start. Below is the job
description that we adapted fi-om "Leadership Network." This six step process helps
people go fi-om new members to ministers ofChrist Jesus.
Her task will be to insure that assimilation takes place. She will encourage
participation in new member classes, orient new members to church facilities, introduce
ministry opportunities, and offer the opportunity to be in a small group.
Her second task will be to educate each new member to our biblically based belief
that all Christians are ministers. She will give them Scriptures that teach these principles
Scott 90
and introduce them to the concept of spiritual gifts. She will also encourage the
participation in one of the many Bible study opportunities.
Her third task will be spiritual gift assessment. This will include an interview that
seeks to discover each persons abilities, interests, talents, and previous experience in
Christian service (Wagner 89). Our goal is to tap into their passion and use their spiritual
gifts to help them serve in the area of this area ofministry. People do not have to be
motivated to do what their heart already longs to do. All they need is equipping and
blessings.
Fourthly she will work through our Nominations Committee to ensure that the
proper persons are placed where they can be effective. She will also contact existing
committees upon discovery. For example, the Evangelism committee was contacted
recently and told of a member's desire to start an outreach program for troubled teens.
Finances, support, prayers, training, and finally blessings were given as this ministry was
given birth.
The Discipleship Coordinator's next task will be one of support and nurture.
Instead of leaving a person all alone to "sink or swim," she will keep in contact, offer
affirmation, and inquire about resources needed or additional training desired.
Reassessment is also part of this stage. Our goal is to prevent bumout and to declare that
failure is not to be condemned. In fact we expect some of the things we try not to work.
Yet each attempt teaches us valuable lessons for the next effort.
Finally she will make sure that proper recognition takes place. We wish to
celebrate ministry. In the midst of these celebrations others are often inspired to "step out
of the boat" and pursue their call. These occasions give us the opportunity to thank God
for ministry and to promote not only lay involvement but lay visioning. Ministry that
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starts from the "bottom up" indicates the true belief that every member is a minister.
Relation To Previously Published Studies
This study attempted to reduce attrition by assimilating people into ministry. The
tool used was a lay shepherding program. Lay shepherding programs have been
implemented in many churches with varying degrees of success. Rogers wrote a
dissertation on the development of a Lay Pastoral Care Program. He also used
Steinbron's model (Lay 26). What this study attempted to do was add to Dr. Roger's
study by making the goal of discipling congregants into vital and effective ministry. My
purpose was to free up paid staff so they could equip, train, and mentor congregants. Our
focus, therefore, was not so much on increasing or improving the quality of care but
instead to maintain quality through an alternative method allowing those who previously
had provided the care to be freed to accomplish other tasks. This process was built upon
the belief that if care was of the same quality or even improved then the process of
discipling people into ministry could more effectively take place. I hypothesized that the
reason discipleship often does not take place among laity is due to the time limitations
placed upon those charged with discipling the sheep; therefore, if chaplain-type care and
discipling people into ministry and service could be done by separate persons and or
programs, then both could be done with excellence.
Randall W. lessen wrote his dissertation on "Spiritual Gifts and Church
Leadership." His desire was to facilitate lay persons in discovering their spiritual gifts.
This study, along with other writings, helped me realize that the element of spiritual gift
discovery could not be left out of the process; therefore, part of the paid staffs task was
to help persons discover their gifts and passions so that appropriate training could be
offered. Otherwise, a trial-and-error type approach where fhistration was certain to set in
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and where the possibihty ofbumout and a person giving up hope could take place.
This was primarily the purpose ofDale Bidwell's study in 1995. His desire in this
study was to increase the level ofjob satisfaction among lay ministers. He chose to do
this by providing better "leadership." He defined leadership as management. His basic
theory was that closely supervised and encouraged lay persons would be less likely to
bum out and their job satisfaction would increase. This study agreed with the assumption
that laity need training, equipping, and what we chose to call mentoring. The vital
difference is the inclusion of spiritual gifts discovery and the freeing up of staffby
redistributing the caregiving needs of the congregation.
This study took lay congregational care, combined it with the need to discover
spiritual gifts, and finally added the goal of clergy-led training and mentoring. These
three goals combined increased assimilation and decreased attrition.
Limitations
The limitations of this study include the limited setting in which it was conducted.
It was conducted in a United Methodist church in the south. Would the results be the
same in a Baptist church in the northeastem part of the United States? This question
cannot be answered by these results.
The second limitation has to do with the length of the pastorate prior to the
implementation of this program. Could a pastor with less tenure implement a program of
this nature in a mainline church? My guess is that tenure is important. I do not believe I
could have implemented this program five years ago.
A third possible limitation is the theological position of the church. This study
was conducted in a conservative, evangelical United Methodist Church. Would such a
program work in a more liberal, less evangelical church? Would the congregation be
Scott 93
open to spiritual gift discovery? I cannot answer these questions.
Unexpected Findings
My unexpected findings, strangely enough, were not related to the hypothesis
originally given. Assimilation did increase and attrition certainly decreased. The
unexpected findings had to do with the roles of the shepherds (those giving care), the
sheep (those families being cared for), and the paid staff. I would like to take a fiirther
look at these in the following sections.
Shepherds
The most difficult aspect of the entire program was due to procrastination in the
area of reporting. Less than half of the thirty-four shepherds reported on a weekly basis.
While most claimed to be doing their job, a lack of accountability was definitely found. I
felt we had made this task relatively easy. Four options were available in reporting each
week. They could fill out a form, e-mail their report, fax it to the office, or leave a verbal
report on the answering machine. Yet, reports were constantly an issue. With this said
the results of the posttest indicate that most shepherds did indeed do their work.
An interview with each shepherd after the testing period revealed that they desired
reports to be less frequent and/or as needed. Our Discipleship Coordinator has agreed to
contact them each week this year. They in tum will file amonthly report, and theywill
also contact her whenever issues arose they feel she should know about. A training
session will outline these concems so that the "guess work" is eliminated. This seemed
to please the majority.
A few more problems with difficult sheep than I anticipated were discovered. We
had personality problems that required the relocation of sheep on occasion, also some
instances where there had been previous "history" that I was not aware of This occurred
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even though I gave each shepherd the option of dechning the famihes given to him or her
before they became pubhc. My assumption is that they feh guihy that they had not gotten
over the conflict and felt a "real Christian" should be able to minister to anyone. The
problem in a few cases was due to the fact that the sheep had not resolved their feelings.
Often this did not resolve itselfuntil I inquired why a certain person was not being
contacted. At this point confession usually occurred.
One example of such a case was a shepherd who had been involved in a land
dispute with a family. I had no knowledge of this dispute. The shepherd tried to be a
shepherd but felt "tension." She admitted that she did not know if this felt tension was
"real" or simply imagined. Instead of discussing this with me, she simply stopped
contacting the family. When I noticed this she told me the whole story. We decided to
swap this family with another shepherd who was having trouble with a family. This
worked well.
I also made the mistake of allowing persons to be a shepherd to a family member.
Often people requested their sister, mom, or cousin. Two negatives came out of this.
One, they were sometimes not as objective and hesitated reporting on personal problems.
Secondly, allowing their sheep to meet someone they did not know was not achieved.
Our plan this year is not to allow any shepherd to mentor members of their own family.
Sheep
The most surprising event in this area was the reaction of some sheep to being
contacted. They responded as if they were being scolded. At first I believed the approach
of the shepherd may be the problem (and on rare occasions it was), but after speaking to
other sheep of the same shepherd this did not appear to be true. The truth appears to be
that some people desire to attend church incognito. They simply desire to come, listen.
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and go home. They do not intend to be regular in attendance and they do not want to be
missed. Ministers generally leam quickly which parishioners expect you to miss them
and which ones do not. Yet even when no mention was made ofwhether or not they were
there, some people simply did not desire a call.
We have discussed whether or not to allow people to decline participation. Our
fear is that some would say no for the same reason that theywill not ask their neighbor
for a ride on a rainy day when their elderly eyes do not work as well. The reason being, "I
just didn't want to put them out." If someone just does not want to be bothered, I have
instmcted these shepherds to send an occasional card and to make a monthly contact.
Paid Staff
Adapting to the new role of enabler has been difficult for all of us to
some extent. First of all the issue was simply doing ministry in a different way. The very
fact that I did not always make the contacts was certainly new to me. Habit often sent me
on my way before my brain informed me that this was no longer my task.
Staffmeetings have been used to train us to mentor, equip, delegate, and train.
The continuing education budget was increased to allow more staff to receive more
training. I have "preached" weekly to the staff asking them who their new "Timothys"
were. The vision has to be cast from this side just as effectively and just as often if the
program is to succeed.
Practical Applications
My belief is that this program could be effective in any church. The first step is
biblical understanding and acceptance of laity in ministry. Once the church, lay and
clergy, believe that we are all ministers of Christ Jesus, then this program can increase
assimilation, reduce attrition, and help people discover their spiritual gifts and use them
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in ministry. This will not decrease care given or received. It will allow the clergy staff
the time needed to make disciples.
The key, in my opinion, is to layer all of these pieces together and not attempt to
do them separately. Each one, if implemented alone, has a greater chance to fail. If care
alone is provided by laity but spiritual gifts discovery and enabling lay persons to minister
is not provided, then the laity are going to wonder what the paid staff are doing. Also, to
be honest, the care provided is probably going to be seen as less effective. Why is this
true? Because most lay persons cannot provide the quality ofpastoral care that a
seminary graduate who has years of training can provide. Yet, if all three aspects are
provided at once, the joy of finding one's ministry and the time spent with clergy for this
reason offset the other issues.
The same is true if only lay ministry is the focus. If clergy dedicate the majority
of their time to helping equip the saints without providing care for those saints, the
satisfaction level of the congregation will decrease. The fact that most laity cannot care
for their sheep as effectively as their professional counterparts is often offset by sheer
numbers. They only have a few families to care for; the typical pastor has dozens, even
hundreds. Often lay ministry failed because it was an either/or proposition. Either we
will have excellent congregational care or I will enable each of you to be involved in
ministry that makes a difference. One should not have to choose between the two.
Therefore, I believe the practical application of this study is the blending of all
these important elements. Used together they have the potential of closing the swinging
back door of the church. They also have the potential of arming a multitude too large to
number and turning them loose on a world that needs a Savior!
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Future Research
If I were to do a follow up study it would concentrate in the area ofworship. Even
with all the above being true, I believe the style ofworship is going to determine to some
degree the ability of church to attract and keep new converts. I would find it very
interesting to know what role our new contemporary worship service played in the entire
scheme of things.
I would also like to explore further the ability to get persons in mainline churches
to take spiritual gift assessments. We have been quite successful in getting our new
members to explore this area. We have had less success with those already present.
Finally, I would like to know the correlation between instituting these changes and
the length ofpastoral leadership. What tenure does a pastor have to achieve in a mainline
church to cast this layministry vision?
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APPENDIX A
Age Analysis
The following graph was done by a task force commissioned to study the possible need
for a paid staff person in charge of children's ministries. This report was done in the
spring 1998.
Age Analysis
of
Palmerdale UMC
30 40 50
Number of People
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APPENDIX B
The Purpose Driven Chuch
Rick Warren's "Baseball diamond" has been adapted to our church to emphasize
"The Priesthood ofAll Believers." It is central to our LayMinistry approach.
)lscipleshi|
Ministry > <U>oui^fi*y>u, <;Feilowshi^
/i
1 Peter 2:2 l/vS^
Evangelism
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APPENDIX C
Congregational Survey
Please circle the number that reflects your feelings about the following statements.
1 . Strongly agree
2. Agree
3. Uncertain
4. Disagree
5. Strongly disagree
A. Someone inmy church family prays for me regularly. 1 2 3 4 5
B. When I feel a need to talk with someone, the staff, a lay pastor, or someone in the
congregation is available. 1 2 3 4 5
C. I have at least 2 to 3 close friendships in this congregation.
1 2 3 4 5
D. The example ofother Christians at our church encourages me.
1 2 3 4 5
E. I sometimes feel isolated and alone here at our church. 1 2 3 4 5
F. Sometimes I wonder if anyone here at our church cares about me and/or my
family. 1 2 3 4 5
G. I have weekly contact with at least one person fi-om the church, (phone calls, notes,
visits, etc.). 1 2 3 4 5
H. There are times when weeks go by before I hear from anyone at our church.
1 2 3 4 5
I. I am disappointed at times in the concern shown for others here at our church.
1 2 3 4 5
J. This is a church in which one can come to know Jesus Christ in a personal way.
1 2 3 4 5
K. Since attending here I have discovered my spiritual gifts forministry
1 2 3 4 5
L. I am learning how to share my Christian faith with others.
1 2 3 4 5
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M. All persons are welcome into the fellowship here at Palmerdale.
12 3 4 5
N. Our worship services are uplifting and are meeting my spiritual needs.
12 3 4 5
O. The church does a good job reaching out in ministry to both members and the
unchurched. 12 3 4 5
P. I felt welcome the first day I attended. 1 2 3 4 5
Q. Our church provides many opportunities to be involved in serving.
1 2 3 4 5
R. I have experienced the call of God to be part of the ministry of all believers.
1 2 3 4 5
S. I have experienced deep joy in serving others. 1 2 3 4 5
T. The small groups (i.e., Sunday school classes, women's organizations, choirs, etc.)
are open to new members. 1 2 3 4 5
U. The church offers resources and services that enhance growth and spiritual
maturity. 1 2 3 4 5
V. I have been frustrated because I have been asked to do tasks I did not feel equipped
or gifted to do. 1 2 3 4 5
W. When I am asked to serve, appropriate training is offered beforehand.
1 2 3 4 5
X. Morale is good at Palmerdale because people are placed where they
can succeed. 1 2 3 4 5
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APPENDIX D
Shepherd Interview
1 . What has been the most rewarding part ofbeing a shepherd?
2. What has been the most frustrating aspect of your experience as a shepherd?
3. Why or why not will you continue in this role?
4. Were the expectations clearly laid out? Why or why not?
5. What would you change, if anything, about the program?
6. Do you think the program should continue?
7. What suggestions do you have about the future of the program?
APPENDIX E
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Field Test Letter
December 21, 1999
Jadell Dumi
5517 Roberts Drive
Pinson, Alabama 35126
Dear Jadell,
As you know I have been working on a LayMinistry Program for our church as
part ofmy dissertation process for over four years. It is my belief, and the belief ofmy
professors, that we may have developed something here at Palmerdale that could possibly
be a model for other churches to use. This is exciting, for our goal is not only to grow the
Kingdom here at Palmerdale, but to grow the Kingdom!
The next phase of the project is to do what is called a "field test." I was asked to
choose ten persons fi:om our congregation to participate in this. What this means is you
will answer twenty- four questions. Iwill take your feedback and develop the final
questions that will be mailed out to the entire congregation. This surveywill serve as a
pretest so we can determine if the level of care, ability to find and be in ministry, and the
assimilation process are what we want them to be.
I would like to give the field test at 5:00 Sunday night, January 2"*^. If you would
be one of the ten persons, I would appreciate your help and openness very much. Please
let me know as soon as possible if you can be part of this process. If you have a conflict,
Iwill need to ask someone else.
Thanks so much,
Robin
RBS/bs
APPENDIX F
Scott 104
Letter to Active Members and Attenders
TO: Active Members and Attenders
FROM: Pastor Robin Scott
As many of you know, I have been working toward a doctor ofministry degree for
the last five years. The project I chose was Lay Ministry. The reason I chose this project
was my sincere belief that the hope of the church lies in its abihty to assemble and display
the army of laity that make up its body. I did not just want a degree; I wanted to do
something that would help build God's Kingdom. I now need your help.
Enclosed is a questionnaire. Please answer it truthfully! Do not try to answer
what you think would be helpflil to me. Only your honest response will help me find
answers that are needed. This pretest will be followed in nine months with a posttest.
Our aim is to see if the program of shepherding and lay ministry that was just reworked
will accomplish its goals.
There are also questions that will tell us your approximate age, your sex, how long
you have been a member, and other important information. There is also a box entitled
"code" where I would like for you to put the last four digits of your social security
number. This will keep your questionnaire anonymous and yet allow us to match your
pretest with your posttest to see if there are any significant changes.
Your cooperation is vital to the success of this program. Please return the
questionnaire as soon as possible. Thank you for all the help you have given during the
development of this ministry.
Your Pastor,
Robin
RBS/bs
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APPENDIX G
Second Letter to Active Members and Attenders
November 7, 2000
TO: Active Members and Attenders
FROM: Pastor Robin Scott
As many of you know I have been working toward a Doctor ofMinistry degree for
the last five and one-half years. The project I chose was LayMinistry. The reason I
chose this project was my sincere belief that the hope of the church lies in its ability to
assemble and mobilize the army of laity that make up its body. I did not just want a
degree; I wanted to do something that would help build God's Kingdom. I now need your
help again.
Enclosed is a questionnaire. Please answer it truthfully! Do not try to answer in a
way that would be helpful to me. Only your honest response will help me find the
answers that are needed. This posttest will be compared to the answers given ten months
ago.
There are also questions that will tell us your approximate age, your sex, how long
you have been a member, and other important information. There is a box entitled "code"
where I would like for you to put the last four digits of your social security number. This
will keep your questionnaire anonymous and yet allow us to match your pretest with your
posttest to see if there are any significant changes.
Your cooperation is vital to the success of this program. Please retum the
questionnaire as soon as possible. Thank you for all the help you have given during the
development of this ministry.
Your Pastor,
RBS/bs
Robin Scott
APPENDIX H
Computation of SD, Sem, and Zdiff
m\ - mi
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Jn; ^
42.50-41.13
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N = 40
Person # Pre Nz PostN,
X X2 X X2
0351 -F 30 900 27 729
0437-F 48 2304 49 2401
0453-M 32 1024 46 2116
0518-F 38 1444 42 1764
0555-F 38 1444 32 1024
0555-F 29 841 33 1089
0650-F 40 1600 35 1225
1657-M 35 1225 42 1764
1920-M 34 1156 31 961
2294-F 35 1225 27 729
2445-F 35 1225 40 1600
2756-M 51 2601 43 1849
2763-F 34 1156 27 729
2939-F 45 2025 47 2209
2998-F 35 1225 46 2116
3173-M 49 2401 21 441
3844-F 47 2209 37 1369
4523-F 47 2209 38 1444
4600-F 50 2500 49 2401
4635-F 36 1296 40 1600
4946-M 48 2304 98 9604
5056-M 56 3136 65 4225
5229-F 27 729 28 784
5435-F 71 5041 46 2116
5888-M 40 1600 33 1089
5909-M 54 2916 62 3844
6033-F 63 3969 62 3844
6122-F 70 4900 57 3249
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APPENDIX I
Raw Scores
Person # Pre N2 Post Nl
X X2 X X^
6176-F 37 1369 48 2304
6543-F 29 841 28 784
6605-M 32 1024 40 1600
6892-M 40 1600 59 3481
7098-F 53 2809 47 2209
7120-M 55 3025 35 1225
7949-M 38 1444 11 121
8302-F 24 576 24 576
8994-M 41 1681 30
900
9066-F 40 1600 33
1089
1505-F 54 2916 51
2601
Nl
1700
40
ZX, 1645
iVi 40
m2 = 42.50 m,
= 41.13
SD2 = 11.14 SD,= 15.06
I = 77,090 Y^^X^y = 76,501
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